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ABSTRACT

Schliep, Colton M. M.S., Purdue University, May 2013. A Qualitative Perspective of
Sustainability Across a Supply Chain. Major Professors: Dr. Edie K. Schmidt and Dr.
Edward Sweeney.

Using a qualitative approach, this investigation examines perspectives of
sustainability concepts and industry experiences from people in various supply chain
roles, attempting to answer the question, “How does sustainability, as a practice and
definition, differ across a supply chain; and what are its benchmarks?” Participants in the
study included 5 working professionals across different industries. Using systems
analysis, in depth interviews elicited 12 common themes of the research. Outcomes of the
research discuss the importance of: social, environmental, and economic aspects to
sustainability, continuous improvement programs and technological investments, long
term focus and planning, and organizational cultures. The contribution includes
implications of the research, as well as, recommendations for further research.
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CHAPTER 1. INTRODUCTION

1.1

Introduction

This chapter provides the overview to the research study. The chapter includes the
background of the research, the significance of the research project, the statement of
purpose for the study, definitions necessary for understanding the content of this paper, as
well as assumptions, limitations and delimitations of the research.

1.2

Background

In recent years the term sustainability became a “buzzword” in business. Its
definition varied across industry, and in some instances was not clearly defined (Carter &
Rogers, 2008, p. 361). This statement held true for supply chain related fields as well.
Seuring and Muller (2008) defined sustainable supply chain management “as the
management of material, information and capital flows, as well as cooperation among
companies along the supply chain while taking goals from all three dimensions of
sustainable development, i.e., economic, environmental and social, into account which
are derived from customer and stakeholder requirements.” (p. 1700).
In a typical supply chain, the various members worked together toward delivering
some kind of product to a customer. Within each of these member’s operations, the
concept of sustainability could mean something completely different in practice. For
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example, in a factory setting, sustainability theory could be applied to production
processes. Within this production setting, sustainability could be considered to be process
driven, with immediate ergonomic or social factors to make the workers happier, or an
economic factor to reduce downtime or scrap affecting the bottom line of the company.
These factors may be more prevalent than an underlying environmental dimension. From
a retailer’s perspective in a supply chain, sustainability could be seen as being more
customer-driven. For example, market research, which is a social factor, showed that
customers wanted the company to be more environmentally transparent. Driving these
demands to the other members of the supply chain may be required to remain relevant in
a competitive economy. The action each member takes to conform to these demands,
however, would be different. Encompassing all of the supply chain is the transportation
and communication between them, which in their own right, have their own definitions of
sustainability. Factors such as what mode of transportation should be used, as well
strategic positioning of warehouse and distribution centers, the cost of fuel as well as the
impact of emissions. Communication can refer to the information technology systems and
data used to back decisions, as well as the underlying relationships between the
communicators.
The goal of this research was to define, compare, and contrast these different
dimensions of sustainability throughout a supply chain while focusing on their influence
of business practice and the perceptions surrounding them.

3
1.3

Significance

Defining the perception and application of sustainability from people in various
supply chain roles, contributes to the understanding of how to quantify, measure, create,
and compare relevant sustainable practices. As organizations become increasingly
interested in sustainability, such metrics are necessary for the advancement of sustainable
practice and theory. Before metrics and shared meanings can be explored specifically, an
understanding as to how sustainability fits into their respective business roles in a supply
chain needs to be investigated. By approaching the subject from a qualitative perspective
and focusing the study on the people involved, contingency for unforeseen insight may be
possible.

1.4

Statement of Purpose

The purpose of this research was to elicit and analyze perceptions of sustainability
concepts and industry experiences from people in various supply chain roles, compiling
bench-marking data for the definition and utility of sustainability. The union of these
concepts, defined in detail according to their unique business role as members of a supply
chain, should lead to a better understanding of sustainable supply chain management, as
well as sustainability as a whole. Furthermore, it contributes to the proficiency of
sustainable practices in industry. The research question for this study is: How does
sustainability, as a practice and definition, differ across a supply chain; and what are its
benchmarks?”
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1.5

Definitions

Sustainable Development: “An approach to progress which meets the needs of the present
without compromising the ability of the future generations to meet their own
needs” (World Commission on Environment and Development, 1987, p. 8).
Triple Bottom Line: Environmental, social and economic factors that make the
foundation for sustainable development (Elkington, 1998).
Supply Chain: All organizations associated with the physical flows involving the
transformation, movement, and storage of goods from the raw materials stage,
through to the end user, as well as the information flows which allow coordination
of long-term plans and control of the day-to-day physical flows. Materials and
information flow both up and down the supply chain (Handfield & Nichols, 1999).
Supply Chain Management: “…the integrated planning, coordination and control of all
business processes and activities in the supply chain to deliver superior consumer
value at minimum cost to the end-consumer while satisfying requirements of
other stakeholders” (van der Vorst & Beulens, 2002, p. 410).

1.6

Assumptions

The following assumptions were identified for the design of this research project:


Participants involved in the study were truthful in all of their responses without
purposefully withholding information.



There would be enough of the participants contacted who were willing and able to
volunteer their time for the study.



The participants are working professionals in various supply chain roles.
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The researcher would be able to travel to meet participants face to face.



The data collected answered the research question.



Participant themes and patterns were present across multiple industries.

1.7

Limitations

The following limitations were identified for this research project:


The study was constrained by the availability and willingness of volunteer
participants to complete their role in the research.



Time and budget concerns would become an issue to the researcher. Following
methods that were the most time and money efficient would be crucial to the
success of the project.



Participants were not experts across every facet of their business.



The use of a recording device may have affected participant responses.



The interviews for the study were conducted across multiple industries.



The sample size was too small to compile appropriate benchmarks.

1.8

Delimitations

The following delimitations were identified for the design of this research project:


The study would not focus on sustainability as it relates to agriculture, forestry,
building construction, or energy.



The interviews for the study were conducted across multiple industries.



The study would be based on supply chain related fields only.
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Organizations would only be selected from the United States.
1.9

Summary

The purpose of this chapter was to provide an overview to the research study. The
chapter included the background of the research, the significance of the research project,
the statement of purpose for the study, definitions necessary for understanding the
content of the paper, as well as assumptions, limitations, and delimitations of the research.
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CHAPTER 2. REVIEW OF RELEVANT LITERATURE

This chapter presents the methodology for the literature review, as well as the
review of relevant literature pertaining to the research project. Sustainability as a concept
and how it relates to supply chain management, manufacturing, warehousing, Six Sigma,
green and lean programs will be examined.

2.1

Methodology of the Literature Review

To investigate the literature related to sustainability and supply chains, Purdue
Libraries mega search was used. Several databases were particularly utilized as they were
generating the best results. These included Academic Search Premier (EBSCO), Google
Scholar, ProQuest, and OmniFile (EBSCO). The data search started with sustainability
concepts in general. The literature was then focused by adding other words in
combination with sustainability and sustainable such as supply chain, supply chain
management, manufacturing, factory, warehouse, distributor, and retailer. As knowledge
was gathered, it became apparent that programs within organizations would play a factor
in the research. Therefore, Six Sigma, lean, and green were added to the search words in
the literature search. As articles were reviewed, references from various sources were
explored following their citation in text, diving
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deeper into relevant literature. Finally, an extensive review of qualitative methodology
literature was completed and was incorporated into Chapter 3.

2.2

Sustainability

“The concept of sustainability has become increasingly important for
organizations and has permeated a number of managerial and organizational decisions”
(Presley, Meade, & Sarkis, 2007, p. 4595). Sustainable development “can be defined
simply as an approach to progress which meets the needs of the present without
compromising the ability of future generations to meet their own needs” (World
Commission on Environment and Development, 1987, p. 8). This very broad concept was
interpreted with little to no guideline or framework as to how this should be done. It was
not until Elkington (1998) coined the term “triple bottom line” that distinctions between
environmental, social, and economic factors were made and a foundation for sustainable
development could be applied to organizations. Individually, these factors could be
addressed and assessed more accurately and with more detail. All the while, a focus on
their convergence created “activities that organizations can engage in which not only
positively affect the natural environment and society, but which also result in long-term
economic benefits and competitive advantage for the firm” (Carter & Rogers, 2008, p.
364-365).

2.3

Sustainable Supply Chain Management

Advocating sustainability within a company is not enough however. It must be
managed throughout an entire supply chain to remain viable and have a greater impact.
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“In recent years, a more externally oriented approach involving the application of
environmental management principles to the supply chain has emerged as a new way to
address the sustainability challenge” (Vachon & Klassen, 2006, p.796). Environmental
principals are not the only aspect to sustainability. Crossing the boundary of a single
organizational view, into the inter-organizational supply chain, the triple bottom line
concept was expanded to include supporting elements not specifically involved in
definitions of sustainability. These elements were: risk management, transparency,
strategy, and culture (Carter & Rogers, 2008). Risk management, both short and long
term for an organization must be understood and managed with regard to each of the
three underlying dimensions in the triple bottom line (Carter & Rogers, 2008).
It is important for risk to be managed upstream with the suppliers that are
involved with the company. Activities must be monitored because reputations may be
shared between two companies in a relationship (Wolf, 2011). Harm to one reputation
could transitively harm the other. However, strong relationships in the supply chain have
the potential to improve the chances for long-term success (Savage, Lambourdiere, &
Corbin, 2010).
Transparency relates to the interrelationships between the partnering companies in
a supply chain. It is the free flow of information related to all operations that provide the
foundation needed in order to analyze and improve processes (Carter & Rogers, 2008).
This visibility also allows real-time response to changes in the marketplace and other
applicable situations where an immediate reaction is needed (Tan, Ahmed, & Sundaram,
2009).
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It is through the integration of logistics and information technology that
information, as to the movement of a product, is available (Prasada & Tata, 2000). By
integrating logistics and information technology strategies properly, a sustainable
competitive advantage can be obtained (Bourlakis & Bourlakis, 2006).
Finally, the social, environmental, and economical aspects of the triple bottom
line must become fundamentally ingrained in organizational strategy and culture, not
merely separate initiatives towards facility improvement (Shrivastava, 1995). These
supporting elements not only impact sustainability individually, but also overlap each
other as well as exist in direct association with the triple bottom line that forms Carter
and Roger’s framework of sustainable supply chain management shown in Figure 2.1.
“We define SSCM as the strategic, transparent integration and achievement of an
organization’s social, environmental, and economic goals in the systemic coordination of
key inter-organizational business processes for improving the long-term economic
performance of the individual company and its supply chains” (Carter & Rogers, 2008, p.
369). They believed between each overlapping performance factor an underlying theme
prevailed. For example, between economic and social performances, transparency
relating to stakeholder engagement and supplier operation practices would create a better
business performance. In the same way, between economic and environmental, risk
management relating to contingency planning and supply disruption practices would add
to better business performance. There is some confusion as to whether a business’s
performance would be better between environmental and social performances. Although
one could create better strategy and organizational culture, which is good, without the
economic means to support the company, these things may not be possible.
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Figure 2.1 Framework of Sustainable Supply Chain Management
(Carter & Rogers, 2008, p. 369)

Seuring and Muller (2008) went a step further, claiming it was from the customer
and stakeholder expectations that organizations should begin to develop all of their
activities. If an organization is not responsive to its stakeholders, then at some point, they
would not have any more stakeholders. Globalization has enabled customers to take their
business virtually anywhere in the world at the click of a mouse. The goal should be to
stay customer focused while streamlining efficiency and becoming sustainably viable in
order to remain competitive. It is important to understand that the development of
sustainable supply chain management is based more intimately on the expectations of all
stakeholders rather than solely on the customer (Wolf, 2011).
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2.4

Manufacturing (Factory) Sustainability

Factory or manufacturing settings have been comprised of various processes that
all worked together towards a common goal or end product. A number of initiatives over
the years have worked towards improving these processes for more efficiency and,
ultimately, cost reduction. Many of these techniques have been extremely successful and
the ones that focused on continuous improvement have continued to be successful.
However, when focus is lost on maintaining these process improvement initiatives,
organizations are at risk of losing the quality of their product. In doing so, they may lose
their market share, putting them in a crisis mode to implement a new initiative towards
improving their processes once again. “This difficulty in maintaining and spreading
process improvement has made many companies search for the key factors to sustaining
process improvement” (Bateman & David, 2002, p. 515). Bateman and David (2002) did
this by presenting a model for process improvement and sustainability at a cell level
(individual processes) and at an overall factory level. By using Toyota Production
System’s Seven Wastes as a guideline to identifying weaknesses in processes, and then
using Deming’s Plan, Do, Check, Act cycle, a process could be initially improved on a
cell level fairly quickly. The seven wastes of the Toyota system are: overproduction,
waiting, transport, inappropriate processing, unnecessary inventory, unnecessary motion,
and defects (Hines & Rich, 1997). Sustainability comes into play as “continuing the
process of “process improvement” after the focused process improvement activity has
taken place” (Bateman & David, 2002, p. 519). This cellular improvement was the first
step in improving the factory as a whole presented in Bateman and David’s factory level
improvement model shown in Figure 2.2. After a process was improved, it was
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standardized and the knowledge applied to other cell level process improvements. As
knowledge levels were deepened and broadened, the processes became more sustainable
through continuous improvement.

Figure 2.2 Factory Level Improvement Model (Bateman & David, 2002, p. 520).

2.5

Warehouse and Distributor Sustainability

One of the fundamental parts of a traditional supply chain is the warehouse.
“Most warehousing and transportation companies have little regard for the environmental
impacts of their actions and do not understand the social consequences of their business
activities, instead putting cost effectiveness and customer satisfaction as the main
performance indicators” (Tan, Ahmed, & Sundaram, 2009, p. 3). One of the most
important strategic decisions of an organization is based on where a warehouse is to be
physically located with issues like employee retention, compliance and environmental
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footprints, and financial return having direct impacts on economic, environmental and
social dimensions of the organization as a whole (Tan, Ahmed, & Sundaram, 2009).
Distance to other members of the supply chain as well as availability of more
environmentally friendly transportation are both factors to be considered when selecting a
location to minimize pollution generated by emissions. There is also a tradeoff between
transportation costs and inventory levels relative to the location of the warehouse
(Tavasszy, Ruijgrok, & Thissen, 2003). “A sustainable warehousing company would not
only have to consider the economic factors, such as rent and operations costs, but also
balance the social and environmental effects that occur within the warehouse compound
as well as its surrounding vicinity” (Tan, Ahmed, & Sundaram, 2009, p. 4). A model for a
high level view of sustainable warehouse management was presented by Tan, Ahmed and
Sundaram, shown in Figure 2.3.

Figure 2.3 High level view of a Sustainable Warehouse Model (Tan, Ahmed, &
Sundaram, 2009, p. 111).
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Related to the triple bottom line, economic, social and environmental boxes are
interlinked by related activities. Economically, good processing or moving the warehouse
inventory is the warehouse’s main purpose which will earn them money and keep the
customer satisfied. However, this will not be done quickly and efficiently unless the
employees that are physically moving the goods have a high job satisfaction, which is
social in nature and is related to factors such as hours worked and training received.
While delivering the goods to a customer, emissions are being created through
transportation which must to be offset through environmental activities such as planting a
tree or tuning up the semi-trucks to run better. These activities will have cost which will
be added to the company’s expenses and directly affect the money available for worker
hours and training, creating inter-related activities that must have an equilibrium in order
to remain viable.

2.6

Sustainability and Improvement Programs

Six Sigma can not only help choose the best projects and activities for a company
trying to implement sustainable practices, but it also has sustainability built into its
framework in the form of the last phase of DMAIC: Control. “The control phase aims to
institutionalize the improvement results from Six Sigma through documentation and
standardization of the new product” (Nonthaleerak & Hendry, 2008, p.293). This is done
through an array of process control tools such as control plans and statistical process
control charts. The control phase is meant to make sure the expected improvements of the
project will occur. “The phase is extremely vital to the effectiveness and sustainability of
Six Sigma results” (Nonthaleerak & Hendry, 2008, p293). However, this proves to be the
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most difficult to do when the project is finished, especially when the project is spanning
multiple functional areas of the organization. Procedures for post project operations, such
as ownership of the process, must be documented and planned out in advance.

2.6.1

Social Aspects of Sustainability and Improvement Programs

A competitive organizational culture that is driven from top leaders in the
company, is efficient, task focused, and goal oriented is the most likely to be successful
during a Six Sigma implementation (Zu, Robbins, & Fredendall, 2009). This type of
organizational culture was defined by Zu, Robbins, and Fredendall (2009) as Rational,
shown in Figure 2.4.

Figure 2.4 The competing values framework of organizational culture (Zu, Robbins, &
Fredendall, 2009)
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Although this is not the only type of organizational culture that can successfully
implement Six Sigma, an appropriate organizational culture is extremely necessary for
the success of a project (Zu, Robbins, & Fredendall, 2009). “Specifically, organizational
culture is defined as a pattern of basic assumptions – invented, discovered, or developed
by a given group as it learns to cope with its problems of external adoption and internal
integration – that has worked well enough to be considered valid and, therefore, to be
taught to new members as the correct way to perceive, think, and feel in relation to those
problems” (Zu, Robbins, & Fredendall, 2009, p.88). Group culture was also mentioned
by Zu, Robbins, and Fredendall (2009) as very capable of a successful Six Sigma
implementation. A group culture would be one that is more internally focused than
competitive in nature with leaders that are facilitators, driving a focus on participation,
teamwork, and a commitment to people as shown in Figure 1.1. However, this culture
lacks in customer relationships. Knowing what the customer wants is a key strategic part
of Six Sigma projects. Interestingly, a traditional Hierarchical culture yields no
significant links to Six Sigma improvement procedures, and is the least influential for
implementing Six Sigma practices (Zu, Robbins, & Fredendall, 2009). It is through a
combination of these social values working alongside Six Sigma practices that takes a
step closer to achieving Sustainable Six Sigma.

2.6.2

Environmental Aspects of Sustainability and Improvement Programs

Six Sigma as a tool for environmental initiatives seems to have never taken place.
However, there have been lean techniques used towards green initiatives. Most notably in
the construction industry, “the lean concept has proven to be effective in increasing
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environmental benefits by eliminating waste, preventing pollution, and maximizing the
owners’ value” (Peng & Pheng, 2011, p.87). When comparing lean construction to
sustainable development, both have a focus on the minimization of resource depletion
and pollution, as well as matching business and environmental excellence (Peng & Pheng,
2011). A great example of this is prefabrication used in the construction industry, where
sections of construction are assembled off-site, greatly improving quality and the
efficiency of the supply chain while reducing waste (Peng & Pheng, 2011). It should be
noted that there is neither emphasis on social impacts in lean construction nor sustainable
development. Some studies argued that lean shows a negative impact on environmental
performance. In the auto industry, the lean practice of utilizing spray paints is much more
cost effective while giving better quality (Peng & Pheng, 2011). This is all at the expense
of higher volatile organic compound (VOC) emissions that are extremely damaging to the
environment (Peng & Pheng, 2011). This demonstrates “that not all lean processes and
waste reduction are positively related to environmental performance or pollution
reduction” (Peng & Pheng, 2011, p.22). It can be seen that lean and green methodologies
are very similar. Both require extensive auditing practices as well as continuous reviews.
If Six Sigma were to be implemented into this scenario, the benefits could be profound.
Where there is general consensus in manufacturing that environmental regulations
impede process efficiency, companies are focusing on only identifying benefits for their
cost efficiencies and are failing to strategically capitalize on environmental benefits
(Molenkpt, Stolze, Tate, & Ueltschy, 2010). If firms were to adopt Six Sigma practices
and utilize its project selection methodologies, financial justification for environmentally
friendly processes could be realized. In supply chains, lean and green initiatives can also
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be conflicting ideals. Just-in-time (JIT) is a lean strategy that employs deliveries of small
lot sizes that can require increased transportation, packaging, and handling (Molenkpt,
Stolze, Tate, & Ueltschy, 2010). Globalization of supply chains create even more
problems. Extended transportation distances, heightened manufacturing batches, as well
as differing governmental regulations and perceptions between countries makes for ever
increasing pollution in addition to adding more barriers to creating a sustainable supply
chain. Although this is merely a framework, firms including Wal-Mart, General Motors,
Andersen Corporation, Intel, 3M, and Com Ed have all been benchmarked by the
Environmental Protection Agency (EPA) to have seen increased savings in their supply
chains by balancing strict lean principles and environmental efficiencies (Molenkpt,
Stolze, Tate, & Ueltschy, 2010). The success of these companies indicates that SSCM is
possible.

2.7

Summary

This chapter presented the methodology of the literature review and the review of
relevant literature pertaining to the research project. Sustainability as a concept, as well
as how it relates to supply chain management, manufacturing, warehousing, and
improvement programs including: Six Sigma, green and lean, was examined.
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CHAPTER 3. FRAMEWORK AND METHODOLOGY

Michael Patton (2002) discussed the purpose of basic research as knowledge for
the sake of knowledge, whereas the purpose of the basic researcher is to understand and
explain this knowledge (p. 215). The type of research being employed in this study was
basic, and its purpose was to understand how sustainability, as a practice and definition,
differed across a supply chain, including benchmarks. Qualitative research was used over
quantitative because of the operational differences between each member of a supply
chain, as well as a desire for in depth inquiry of personal perspectives and experiences.
Qualitative research is seen as especially important because it is useful in exploring real
organizational goals, processes, failures, and links (Skinner, Tagg, & Holloway, 2000).
“As opposed to the breadth of quantitative approaches, qualitative research is valuable in
its depth and its ability to uncover and interpret mechanisms behind behaviors and
meaning-making” (Gerhardt, 2004, p. 10). Ulmer and Wilson (2003) believed that
quantitative research could not accurately quantify abstract concepts such as emotions,
culture, social organization, and social relationships (p. 523). Social and life experiences
can be difficult to quantify (Gerhardt, 2004).
This chapter contains the theoretical framework and methodology pertaining to
the research project. It provides the examination of study design and environment, units
and sampling, permissions, data collection, analysis of data, credibility, validity and
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reliability. A case was built for the methods used in this study based on the qualitative
literature and the nature of the research. The qualitative literature review was written
alongside the explanation of methods to be employed so as to help justify the necessity of
each method chosen by informing on their definitions and proper uses.

3.1

Theoretical Framework

Malterud (2001) described the term theoretical frame of reference as “theories,
models, and notions applied for interpretation of the material and for understanding a
specific situation” (p. 484). He later stated, “The theoretical framework can be equated
with the reading glasses worn by the researcher when she or he asks questions about the
material” (Malterud, 2001, p. 486). The framework is the lenses through which a
researcher sees the world. The theoretical framework of this research needed to be
addressed from a manifold perspective; first from the context of the theory behind
sustainability and how it relates to supply chains, and second from a perspective of
systems theory as the medium for qualitative inquiry in this research. The following two
sections address these perspectives.

3.1.1

Sustainable Supply Chain Theory Approach

The triple bottom line compelled the researcher to view the samples from a social,
economic, and environmental perspective. Sustainability, in theory, can be applied to
almost any concept, which is why it was important for the researcher to stay focused on
specific aspects of the samples without deviating from the purpose of this study. The
operational complexity of each member of the supply chain challenged the researcher to
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focus on not only how this member fits into their supply chain successfully, but also the
internal processes that account for their success. This macro and micro focused view of
the supply chain also associated with the research inquiry approach.

3.1.2 Systems Theory Approach
A systems perspective and systems theory strive to answer the foundational question,
“How and why does this system as a whole function as it does?” (Patton, 2002, p. 119).
Patton (2002) suggested that holistic thinking is central to a systems perspective. Patton
(2002) stated that a holistic perspective meant the “whole phenomenon under study is
understood as a complex system that is more than the sum of its parts” (p. 41). A holistic
perspective should “focus on complex interdependencies and system dynamics that
cannot meaningfully be reduced to a few discrete variables and linear, cause-effect
relationships” (Patton, 2002, p. 41).
Systems theory can show how sustainability fits into the internal functions of
supply chain members, as well as how it fits into their supply chain as a whole. The
relationships and interactions between systems are important in understanding how
sustainability is viewed throughout. "It is important to note at the outset that the term
systems has many and varied meanings" (Patton, 2002, p. 120).
In this research the term “system” was viewed respectively as an entire supply
chain, an individual member organization of the supply chain, and relevant departments
within the organization. Individual employee roles in their organization were explored to
gain perspective from the small cogs of the system. Programs which associate with
sustainable practices were accounted for based on the system or systems they fell into.
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It was important to understand, while interacting with the samples and viewing
these different systems, that "a system is a whole that is both greater than and different
from its parts" (Patton, 2002, p. 120). This meant that one could not just divide up a
system into pieces and expect that analyzing each piece separately would yield an
accurate perspective of the whole. A system is dependent on the interactions between all
of these pieces, where a change in one part will cause change in another part, and
therefore change the system as a whole.
To utilize a systems approach in qualitative inquiry, one requires synthetic
thinking (Patton, 2002). Understanding the concept of synthetic thinking is critical to
successfully executing systems theory, resulting in effectively explaining systems
behavior. Gharajedaghi and Ackoff (1985) described systems theory in detail and argued
that synthetic thinking requires looking at the grand scheme, explaining and understand
the contained whole which is also disaggregated to its explaining parts. Explaining it as a
whole, synthetic thinking informs function, or the why, rather than the structure, or the
how. While analysis seems to differ from synthetic thinking, both formulate into
Systems thinking. To have a whole system to function as most effectively, each part can
be separated to perform as efficient as possible. This is possible because each system are
independent.

3.2

Methodology

This research did not follow a phenomenological approach. Phenomenology was
used as a method to elicit understanding from the experiences and perspectives of the
individuals participating in the study. This was merely a means to understand the in depth
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inquiry that took place during lengthy interviews. “Conducting a study with a
phenomenological focus (i.e., getting at the essence of the experience of some
phenomenon) is different from using phenomenology to philosophically justify the
methods of qualitative inquiry as legitimate in social science research" (Patton, 2002, p.
107). Using the systems theory approach to break down the subjects being studied into
systems and then understanding how they function individually as well as a whole,
ultimately led to the answering of how their definitions and practices of sustainability
differed.

3.3

Study Environment

The study environment and the time when the study occurred were decided based
on the availability and convenience of the subjects involved. The study sites were
appropriate for face to face interviews and sensible for using a recording device. Audio
recordings are a valuable tool in research for validity reasons; they allow answers to be
documented verbatim (Patton, 2002). Logistics and practicalities of this decision were
handled by the researcher with the instruction of the subjects. These decisions were made
due to the fact that the subjects had other immediate priorities and obligations in their
field of work, and the best way to retain them in the study was to make it as easy as
possible to participate. Organization and communications were vital in the success of this
process.
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3.4

Human Subjects Approval

Institutional Review Board approval was required for the human participation of
this research project. All concerns involving the anonymity of participants, as well as, the
mental and physical welfare of participants were addressed throughout the creation and
conducting of the interviews. Steps were taken throughout the project to ensure that
subjects understood that their participation was voluntary with the ability to withdraw at
any time. The research was self-funded with a project end date of March 1, 2013.
The participant age range was between 18 and 64 years. The interviews were face
to face requiring the use of audio recordings for memory purpose. The recordings were
destroyed at the end of the study. The recruitment processes for contacting potential
participants was done through e-mail and phone individually to protect participant
privacy. The researcher approached each individual personally. All phone calls and emails were individually personalized for the potential participant because the researcher
was using personal social and business networks. For confidentiality purposes:


Identifiers were assigned to each member for the purpose of transcribing audio
and organizations were not made available to anyone other than the researcher.



Audio data was stored on the researcher's computer as well as an external hard
drive dedicated to the study for the duration of the research. Both devices were
password protected, and the researcher had sole access to them.



Transcriptions took place following the completion of all interviews, and were
destroyed at the completion of the study.
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3.5

Units and Sampling

Rather than a focus on people, a structure focus simply means the unit of analysis
focused on categories considered structured such as projects, programs, organizations, or
units in organizations (Patton, 2002). The units of analysis for this research had a
structured focus consisting of organizations in the form of manufacturers, distributors,
wholesalers or retailers. Departments, projects and programs within these organizations
were relevant to the research interest.
Manager level personnel with decision making powers and, or an individual
closely connected to the operations of the facility was selected from each organization.
They were willing to participate in an extensive interview investigating their sustainable
practices. This was a purposeful sampling strategy, where the cases for study were the
people, the organization and its culture, and the events that took place within. The logic
and power of purposeful sampling derive from the emphasis on in-depth understanding
(Patton, 2002, p.46). The criteria for these were strategically and purposefully selected
for their information-rich nature. Information rich cases are those from which one can
learn about issues of central importance to the purpose of the research, thus the term
purposeful sampling (Patton, 2002, p.46). The researcher selected information rich cases
for study in order to achieve the depth of research desired.
There are several different strategies for purposefully sampling, each with its own
logic and purpose (Patton, 2002). The strategy utilized in this research was an
opportunistic or emergent approach to sampling. "Unlike experimental designs, emergent
qualitative designs can include the option of adding to a sample to take advantage of
unforeseen opportunities after field work has begun" (Patton, 2002, p. 240). This
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approach allows the researcher to pursue the data as it emerges, and is not constrained by
what was not planned out before the study started. "During fieldwork, it is impossible to
observe everything. Decisions must be made about what activities to observe, which
people to observe and interview, and when to collect data" (Patton, 2002, p. 240).
The researcher’s social and professional networks were utilized while following
leads from subjects during data collection. Flexibility proved to be advantageous
throughout the study. Qualitative inquiry typically focuses on relatively small samples,
even single cases (N=1), selected purposefully to permit inquiry into and understanding
of a phenomenon in depth (Patton, 2002, p. 46). Opportunistic, emergent sampling
allowed the researcher to benefit from the situations that were presented without knowing
exactly how many participants there would be in the study. Themes and patterns were
then drawn from this purposeful sampling strategy. The focus was on each organization’s
unique sustainable practice as well as how their practices interacted and affected the rest
of the supply chain’s sustainability as a whole.

3.6

Data Collection

Qualitative data can come from three different kinds of data collection: in-depth,
open-ended interviews, direct observation, and written documents (Patton, 2002). The
actual data collected from each of these modes took different forms. Interviews consisted
of verbatim direct quotations with context to support interpretation. Observations
included field notes that contained detailed descriptions of activities and interactions.
Data also consisted of excerpts from artifacts collected from the organization.
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"The ideal-typical qualitative methods strategy is made up of three parts: (1)
qualitative data, (2) a holistic-inductive design of naturalistic inquiry, and (3) content or
case analysis" (Patton, 2002, p. 248). Patton (2002) argued that there are twelve themes
of qualitative inquiry viewed as strategic ideals that provide a direction and framework
for developing specific designs and concrete data collection tactics:
Real-world observations through naturalistic inquiry; openness,
responsiveness, and flexibility through emergent designs; focus through
purposeful sampling; richness and depth through qualitative data; use of
all of one's capacities through personal experience and engagement;
balancing the critical and creative through a stance of empathic neutrality;
sensitivity to dynamic processes and systems; appreciation of
idiosyncrasies through a unique case orientation; insight and
understanding through inductive analysis, contextual sensitivity, and a
holistic perspective; and authenticity and trustworthiness through
ownership of voice and perspective. (p. 66)
“Qualitative designs are naturalistic to the extent that the research takes place in
real world settings and the researcher does not attempt to manipulate the phenomenon of
interest" (Patton, 2002, p. 39). A pure qualitative strategy was exercised for the degree of
control consisting of naturalistic inquiry, qualitative data, and content analysis.
Patton (2002) described naturalistic inquiry as "a 'discovery-oriented' approach
that minimizes investigator manipulation of the study setting and places no prior
constraints on what the outcomes of the research will be" (p. 39). In order to follow these

29
definitions, standardized open ended questions were used for each of the participants.
Open-ended, conversation-like interviews are a form of naturalistic inquiry (Patton,
2002). This type of questioning provided flexibility of responses in order to better
understand unique situations and perspectives, and discover rooted problems and
solutions in depth.
Gerhardt (2004) suggested that “established interview protocols are wise to
structure the research and guide discussion. Such protocols will also enable the
interviewer to take notes on the responses of the participant during the interview” (p. 5).
Questions were developed based on a similar study by Julia Wolf titled, “Sustainable
Supply Chain management Integration: A Qualitative Analysis of the German
manufacturing Industry” (Wolf, 2011, p. 221). The aim of Wolf’s study was to determine
the most important factors which assist or contest the integration of sustainability into
supply chain management. These questions and the factors they sought to identify were
applied to the systems theory approach and the framework for sustainable supply chain
management shown earlier in Figure 2.1. Each system became a category of focus for the
development of questions based on the triple bottom line of sustainability shown in
Figure 3.1.
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Figure 3.1 Interview Question Development

The interviews started by gathering information relevant to the subject being
interviewed in order to gain a base perspective of how the individual fit into the various
systems. The questions moved progressively to the bigger systems involved in the
research, emphasizing relationships and interactions between each. Each system
consisted of sub-categories based on the framework for sustainable supply chain
management mentioned above. Corresponding with each system, these sub-categories
focused the questions on environmental, social, and economic factors respectively.
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General information necessary for a thorough understanding of the systems and their
relations were included as well.
Demographic information about the interviewees was recorded, including their
position at the organization and how long they had been employed there. Data was
collected and analyzed by grouping similar supply chain roles as well as economic,
social, and environmental categories. Verbal recorded interviews were transcribed into
writing, and all data was managed and compiled digitally. Artifacts in the form of
documents, images, numerical data, and others that corroborated with the interview
responses were accepted. The researcher kept a journal during interviews and recorded
observations that were taking place in the real-world settings.

3.7

Data Analysis

The analysis was conducted by reviewing all data obtained throughout the
research study. This included observational notes, interview transcripts, and artifacts
collected throughout the study. In order to meet an objective position, the researcher
attempted to “maintain an analytical distance while at the same time being able to draw
on past experience and theoretical knowledge to interpret what is seen using astute
powers of observation and good interactional skills” (Strauss and Corbin,1990, p.18).
Valid and reliable data was also important. The strategy was to pursue a unique
case orientation as well as a holistic perspective which was earlier described. Since
information rich cases were purposefully being selected to be sampled, adding unique
case orientation analysis strategy for qualitative inquiry appeared to be logical.
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Along with viewing all of the samples from the framework of systems theory, it
was important to change lenses and view them as they were individually. Patton (2002)
suggested that "to read only the framework analysis without reading the case studies
would be to lose much of the richness, depth, meaning, and contribution of qualitative
research and evaluation" (p. 55). Patton goes on to describe case studies as "particularly
valuable in program evaluation when the program is individualized, so the evaluation
needs to be attentive to and capture individual differences among participants, diverse
experiences of the program, or unique variations from one program setting to another" (p.
55). This was useful as programs and practices came into play in the study and were
compared and contrasted for bench-marking.
Unique case orientations were individually analyzed to capture the details of each
case while retaining the authenticity of the samples. After individual cases were analyzed,
cross-case analysis took place. This was completed by keeping the holistic perspective
intact, meaning that even the data associated with individuality was viewed as part of a
complex system with many dynamic interactions.

3.7.1

Credibility

The credibility from this research came from two sources. First, the strict
compliance with the methods set forth from start to finish of the research. Second, the
researcher himself based on academic knowledge of the research interest over the past six
years, as well as experience from work and an internship related to the research interest.
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3.7.2

Validity and Reliability

“Derived from the Latin term validitas, meaning “strength,” validity is a term
used in both qualitative and quantitative research, asserting that a finding can never truly
be proven, only argued” (Gerhardt, 2004, p. 14). Cook and Campbell (1979) stated that
“validity is the best available approximation to the truth or falsity of propositions,
including propositions about cause…at best; one can know what has not yet been ruled
out as false” (p.37). Patton (2002) argued that there are no straightforward tests that can
be applied for reliability and validity. “No absolute rules exist except perhaps this: Do
your very best with your full intellect to fairly represent the data and communicate what
the data reveal given the purpose of the study” (Patton, 2002, p. 433).
It should be noted that Gerhardt (2004) described reliability to be “understood by
qualitative researchers as the degree to which a finding will be attained repeatedly over
time” (p. 22). Maxwell (1996) argued that qualitative researchers believe that validity in
their work is based on the credibility of their conclusions as a direct result of their study’s
unique situation and the methods being employed for it, rather than being contextindependent. “Validity threats characterize the ways in which researchers can be incorrect
about their interpretations or other explanations for the findings they share” (Gerhardt,
2004, p. 15).
Maxwell (1996) discussed several approaches that are used by qualitative
researchers striving to conduct valid research: searching for evidence that will discredit
their interpretations, triangulation, soliciting feedback on analyses from colleagues, and
asking participants if interpretations ring true for them. Cresswell (2003) suggested that
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recording the process of data collection and how the information was analyzed enhances
the final product and the credibility of the research.
Organization and awareness of the research process was vital in accomplishing
this research project. The setting, time of day, current events in the life of the participant,
and rapport with the researcher were all factors that influenced the reliability of the data
collection process and varied among the participants being interviewed.

3.8

Summary

This chapter contained the theoretical framework and methodology pertaining to the
research project. Study design and environment, units and sampling, permissions, data
collection, analysis of data, credibility, validity and reliability were examined.
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CHAPTER 4. PRESENTATION OF DATA AND FINDINGS

Detailed in previous chapters, the purpose of this research was to elicit and analyze
perceptions of sustainability concepts and industry experiences from people in various
supply chain roles, compiling bench-marking data for the definition and utility of
sustainability.. The union of these concepts, defined in detail according to their unique
business role as members of a supply chain, should lead to a better understanding of
sustainable supply chain management, as well as sustainability as a whole. Furthermore,
it contributes to the proficiency of sustainable practices in industry.
To achieve this, observations, interviews, and artifacts in the form of mission
statements, vision statements, and KPIs were used.
This chapter presents the data from the interviews with participants, as well as
excerpts from the artifacts deemed valuable. The chapter begins with the general findings
of the study followed by data from the interviews which starts with the researcher
introduction and is then split up into four sections related to the systems theory
framework: individual data, departmental data, organizational data, and the data from the
supply chain as a whole. The groupings are merely a convenient presentation solution as
systems theory will examine the individual groups as well as their aggregate. It will not
only show how sustainability fits into the internal functions of supply chain members, but
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also how it fits into their supply chain as a whole. In depth analysis will be reserved for
Chapter 5 following the reporting of data derived from the interviews in this chapter.

4.1

General Findings of the Study

Although not specifically expressed as sustainability, almost all of the companies
and individuals who participated in this research, practice underlying concepts and
themes related to sustainability. Some, of course, do this better than others, but despite
not knowing all of the academic terminology, an interpretation of sustainable behavior
can be gathered. When comparing results across participating companies, the most
common denominator observed was a pursuit of progressive economic performance
driven by universally reducing costs and improving efficiencies. Naturally, companies
must remain economically viable to prosper in a competitive marketplace. Success
provided more opportunities to develop components such as social aspects within one’s
company. Although not as prominent, this was seen throughout most of the research. It
was the environmental component of the triple bottom line which lacked the most
commonality in the study. As an integral part of sustainability, environmental aspects
should be appropriately synthesized within a company’s long term strategies. The
incredible success championed by one of the participating companies shows the kind of
benchmarks that are possible. Although much is closely related to the company’s product,
an innovative and a visionary mindset can go a long way when combined with hard work
and an aspiration for success. A more in depth conclusion is presented in chapter five
following the reporting of data derived from the interviews.
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4.2

Data from the Interview

The following data from the interviews is broken down and presented in the same
manner the interview was designed. Responses are grouped by systems in the form of an
entire supply chain, an individual member organization of the supply chain, and relevant
departments within the organization. Individual employee roles in their organization were
also explored and are grouped accordingly. Programs which compliment sustainable
practices were accounted for based on the system or systems they fell into.
Each participant was assigned an identification code consisting of a number and
letter to replace their name for the purpose of maintaining participant and company
anonymity. The letter corresponds to the participant and the company both, for example;
A01 refers to the studies first participant and their company. These codes were used
throughout the research study to distinguish between participants.
The following is introductory information describing the agenda for the interview,
introducing the researcher, providing a brief overview of the study and its goals, and
finally familiarizing the participant with the nature of the research.

4.2.1

Researcher Introduction

In an effort to reduce bias from responses, a standardized written introduction was
utilized, it reads:
Ready? OK, so I have a breakdown of questions. Basically it starts with just
general information, personal stuff that’s going to be about you. Then it’s going to
be about your department here, followed by the organization as a whole and
finally the supply chain and collaboration that goes with it. It’s not a test or
anything, so don’t worry about that. Feel free to ask questions as we go. As you
know, I am Colton Schliep. My study is over sustainability across a supply chain.
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So I’m trying to find out what kinds of things create sustainability in a supply
chain. I’ll just leave it at that for right now. You need to know that participation in
this study is completely voluntary in nature. It is also totally anonymous and
confidential. Neither you, nor your company’s name will be in my paper. You
will be assigned a unique identification code for organizational and analysis
purposes, so you don’t have to worry about that. Finally, we are being recorded.
Following the introduction, the interview questions began.

4.2.2

Individual Data

To begin the study, participants were asked to divulge certain demographic data
in order to understand the participant themselves as well as how they fit into their
individual employee roles in their organization. This helped the researcher gain a
perspective as to the kinds of people that have been successful in the business world
while also laying a foundation for the systems that make up the supply chain in the form
of a single working cog. The following are the questions and responses of each
participant for the individual data section of the interview.

4.2.2.1 Participant P01
When asked what his job title was, he said:
Director of Distribution.
When asked what his general responsibilities at work were, he said:
Saying it politely is to put out fires (ha-ha), but I do contract negotiations with
UPS and FedEx, I do negotiations with LTL trucking firms, which we don’t do a
lot of trucking we do some, oversee the day to day services of the picking,
packing, receiving, replenishment, I’m also over the mail center at headquarters.
Anything that ships, mails, goes through transportation, falls under my domain. I
run reports, I look at metrics making sure everyone is on task. I think my job is to
motivate, encourage people under me, and to empower them to do their job. I
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don’t’ want to be a micromanager, I want them to do their job, and so I think my
job is to encourage the workplace to be fun.
When asked the question how he spent his time at work on a typical day, it was
agreed that the question was answered in the previous question.
When asked if he had heard of the term sustainability, he said:
I have.
When asked how he would define sustainability, he said:
That your total supply chain from beginning of raw materials to the customer,
being able to make sure it flows smoothly, effectively, productively, as much
without glitches, whether it be ocean, having a problem, like in the past we
ordered a lot of shirts from china, and before the ship could get into china to pick
it up, the ship sank in port, which delayed the products getting here and then the
shore men went on strike in California so that delayed it even more getting here,
so we weren’t very sustainable right then you could say. It’s the flow of products
from raw from beginning to end. Making sure it’s here and able to get out to our
customers.
When asked what came to mind when he thought of the term sustainability in
general, it was agreed that the question had been answered in the previous question.
When asked to rank the factors, social, environmental, and economic, in order of
importance related to making a personal decision, he said:
Probably economic would be first, the others would be a tie I guess, I don’t know.
That’s it.
When asked if he had any personal mottos, quotes, philosophies, etc. that he lived
by, he said:
I do, it’s a funny one that they picked up out there. “You gotta have pep in your
step.” If you’re interviewing with me and you can’t keep up with me when I give
you a tour out there, then you’re not going to be able to be a very fast worker.
OK? So it’s become a comical thing, it’s a riot, it’s fun, and it has stuck. I’m sure
there are a couple of others, that’s the first thing that comes to mind is pep in your
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step. We want to have fun, but at the same time we look at metrics and we’re very
concerned about being very productive, and as a result of the Jennifer (biometric
voice picking and warehouse logistics solution) system we have fewer people
working here than when we had the paper picking system. No one was every laid
off because of technology, it’s just we didn’t replace them when they left.
When asked how he approached a task, problem, or goal, he said:
If I have a task that needs to be done as a part of my team, I’m going to bring my
team in and we’re going to discuss it. I believe in tackling it as a team because
every member of the team, no matter how different they are, has a point to make.
I remember we had a lady on our team at my level that had some really whacky
suggestions, but her whacky suggestions prompted something else, and she didn’t
mind, she just said, “well what about this?” you know, “No no that’s kind of out
there.” But that made you think about something else, so, when I tackle a task, I
bring my people, direct reports under me, and we begin brainstorming. Once
we’ve worked it out, then we go out and try to see if we can simulate and make
sure it works. Then we bring people out there on the lines, bring them in on it,
such as the Jennifer program when we installed Jennifer, we began talking about
it a year before we installed it. Every month, we met, and I told them all the things
that Jennifer was doing, getting their buy in. I’m not sure if that answers your
question.
When asked what his relationship was like with his peers, subordinates and
superiors, he said:
Peers, good. I’ve been here 13 years, this past December. I work well with our
purchasing director. In fact, I think it’s crucial that we work well together.
Customer service director above us on the second floor, he has been here a little
longer than I have. Director of IT used to work for me, so I think, not part of your
question but, the people under me have worked for me for 13 years. There has
been 0 turn-over. We get along real well; at least they make me think we do. I
have an open door policy, I rarely shut that door. I just don’t shut my door unless
I need utmost privacy. When you shut a door, you’re saying stay out of my life,
don’t bother me, and there’s a time and place for it, but I try to make it a
minimum. So the zero turnover rate certainly says a lot about how we work
together as a team. (Superiors) Good. My boss is the CFO and he has been my
boss for about 7 years. He is a bean counter. He looks at things a little differently
than I do, so I’m going to probably stretch him a little bit on the way I think vs.
the way he thinks.
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When asked how he measured personal success, he said:
I love solving problems. And in a distribution world, there are always problems to
solve. I was in logistics in the air force for four years. Loved it. I got in to this
here at company P01 (last 13 years) because of the chance to solve problems. I
said to you earlier, equipping people to do their job. To me there is nothing worse
than being a micro-manager. I want to give you the tools the equipment, the
knowledge, the training. Go do your job. I’ve got one I need to do. If I give you
something to do, I’ve let it go, it’s yours. Then if I find out a week later that it
hasn’t been done, then I’m saying what happened. So personal success is seeing
others under me happy, doing their job, and I’m excited that this distribution
center has an almost turnover rate. We don’t pay high wages. Even hourly people
only leave because their mom and dad are moving, or they want to go back to
school. We had a girl here from age 15 to 24 and she went off to Washington and
got her master’s degree. So how do I define success? I feel good… I’ll give you
an example. In the air force, I was the add-in manager over the C140 aircraft
engine for Pope air force base, and when you have an engine with 6000 hours you
send it back to DEPO they rebuild it and send you another one. An engine had
gotten lost in transit. I called our headquarters they couldn’t find it. One day out
of the clear blue my boss says, “Sergeant P01 I’m tasking you find that engine.”
OK. Hour and a half later, I found it. Exciting, it just thrilled me to be able to do
what 20 other people at headquarters couldn’t do. And all I did is you call item
manager, you say, what’s the bill of lading? Who did you ship it by? I shipped it
by plane to here, what’s that number? You call that place. Oh we put it on a truck
with old dominion truck line going to fort brag. Call fort brag. I see it here on the
bill of lading, but we didn’t get it. You call the trucking firm. I talk to the guy
there. Describe the container. He called me back he had found it, it was in
California. I’ll have it for you in a couple of weeks. If you had not described to
me what you were looking for, we wouldn’t have found it. It was in an area called
“Frustrated cargo.” They didn’t know what to do with it. So how do I measure
success? Solving a problem.

4.2.2.2 Participant P02
When asked what his job title was, he said:
Material Controls Supervisor.
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When asked what his general responsibilities at work were, he said:
I oversee the warehouse and also the material control activities in this company.
When asked the question how he spent his time at work on a typical day, he said:
It varies. The supervisor responsibilities are sometimes loaded on the one
department or the other department depending on what’s going on. For example at
the end of the month I’ll probably have more material control activities and
during the month a lot more activity in the warehouse.
When asked if he had heard of the term sustainability, he said:
Yes.
When asked how he would define sustainability, he said:
Sustainability is the process methods or different ways that a company can create
viable ways to remain competitive.
When asked what came to mind when he thought of the term sustainability in
general, he said:
Sustainability. Maintaining a status, maintaining a standard.
When asked to rank the factors, social, environmental, and economic, in order of
importance related to making a personal decision, he said:
Those three go together. For the value of a company. They all co-exist. One will
affect the other.
When it was reiterated and asked if this would be for a personal decision as well,
he said:
The balance has to be there. If two of them are bad, then you’re unbalanced. One
could be bad and that’s a decision that is strategic sometimes, but if two of them
are unbalanced then you have a problem. It’s like a triangle.
When asked if he had any personal mottos, quotes, philosophies, etc. that he lived
by, he said:
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Yes. Work comes before pleasure, and do the right thing even though that it may
not pay off in the short run.
When asked how he approached a task, problem, or goal, he said:
Based on my personality, I know that I am an analytical person. So the first thing
I will look for in the approach is the facts. What data do I have? From there I’ll
probably go through analysis phase, come up with possible answers and then
implement them and check it afterwards.
When asked what his relationship was like with his peers, subordinates and
superiors, he said:
Peers, I work very well with them. I’ve seen that they trust me and I trust them,
and that’s one of the reasons that I think we work well in a group environment.
My subordinates, I know that I treat everybody different, however, I do try and I
want to be fair to everybody, but everybody is different so they can’t be treated
the same. But they know that and that’s what they can expect from me. My
superiors? Loyalty comes to mind. You know that’s the number one aspect. We
may disagree on something, but once we come to an agreement at a table on
something that has to be done. Then I’ll be loyal to that agreement, and try to
fulfill it the best that I can, even if I may not agree with it.
When asked how he measured personal success, he said:
Personal success is the ability of a person to positively make an impact on others.
I think that makes a lot of friends.

4.2.2.3 Participant P03
When asked what his job title was, he said:
Group Leader.
When asked what his general responsibilities at work were, he said:
Supervision of a team of 45 employees.
When asked the question how he spent his time at work on a typical day, he said:
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Removing obstacles for my team to increase productivity, provide a safe work
environment, and supervise daily activities.
When asked if he had heard of the term sustainability, he said:
Yes.
When asked how he would define sustainability, he said:
Something that is able to be supported for a period of time.
When asked what came to mind when he thought of the term sustainability in
general, he said:
Green manufacturing.
When asked to rank the factors, social, environmental, and economic, in order of
importance related to making a personal decision, he said:
Economic, environmental, social.
When asked if he had any personal mottos, quotes, philosophies, etc. that he lived
by, he said:
Live with intention. If better is possible, then good is not enough.
When asked how he approached a task, problem, or goal, he said:
Focus on the end goal and work your way backwards.
When asked what his relationship was like with his peers, subordinates and
superiors, he said:
I have a great working relationship with my peers and my subordinates have rated
me highly on employment surveys. I have received outstanding review scores in
all of my years with the company.
When asked how he measured personal success, he said:
I have goals that I have set for myself, that monitor my life’s progress, for example,
yearly salary of six figures by 30 years old. Start my own company by 35. Which makes
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it easy to measure. I try to measure my own personal success in happiness. I think it’s
easy to find ways to tell yourself you’re winning, but you have to be able to set your bar
high and adjust your focus to remain on target. Otherwise you’ll burn yourself out.

4.2.2.4 Participant P04
When asked what his job title was, he said:
Finite production scheduler.
When asked what his general responsibilities at work were, he said:
I take the strategic strategy long term plan from the corporate offices and they do
a rolling 18 month plan, they roll it down to the factory. I deal with the 5 week
schedule. So every week I’m planning the 5th week out and keep it rolling. My
job besides that is looking out and trying to make it as smooth of a transition from
week to week as possible, from changeovers on the processing lines and
packaging lines, making it as most efficient for the factory, most cost effective for
the factory, and pretty much just linking it together. My factory is very complex
and has a lot to deal with. The scheduling position here is pretty much the
backbone of it. We say what we need to support the business, and what the
business needs. We’re that connecting point between the corporate office and the
factory, and trying to get those views and needs to mesh together.
When asked the question how he spent his time at work on a typical day, he said:
It’s coming in and seeing how the plant is going. A typical week is MondaySunday. I have to deal with Monday morning every day just OK, where is the
plan at right now, how is processing doing, do I have the powder (since it’s a
powder factory) from the processing to supply the needs of packaging. Everyday
just need to make sure everything is on track, are we hitting our rates, are we
going to hit our attainment, and then pretty much if everything is going alright, if
anything is awry we need to change the plan. That’s a huge part of it. Then our
scheduling is pretty much routine. Monday you have to put out the packaging,
packaging drives processing, Tuesday you do processing, Wednesday you do POs
for certain odds and ends. So a lot of different things going on. I always like to
walk the floor to make sure the employees see you, because you’re basically
scheduling their life and well-being, so being out there, caring what they do, and
showing that you care, and in the long-run doing that helps you out a load.
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Because then they’re opt to talk back to you, tell you what they feel, and help you
plan.
When asked if he had heard of the term sustainability, he said:
Yeah.
When asked how he would define sustainability, he said:
Taking a concept or ideal or state of reference and being able to make it to the
optimal level and keeping that at that optimal level to infinity pretty much.
Keeping it going, and improving as well.
When asked what came to mind when he thought of the term sustainability in
general, he said:
Not firefighting, coming to the table where you know a good routine, you don’t
expect any challenges or upsets. What you put out to the plan, it’s going to come
to fruition without a problem, no worries.
When asked to rank the factors, social, environmental, and economic, in order of
importance related to making a personal decision, he said:
There are definitely two sides to me. Personal decision? Social is huge, first,
environmental, then economic.
When asked if he had any personal mottos, quotes, philosophies, etc. that he lived
by, he said:
Try your hardest whenever a situation comes up that you might feel is over your
head, just keep on keeping on pretty much.
When asked how he approached a task, problem, or goal, he said:
I’m very analytical, so whenever someone asks me to do something or I am
interested in something that I want to try and solve, or improve upon. I’m very
analytical, I’m very figure and facts based, and try to come up with the best
overall solution, before anything else. So very analytical and fact based.
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When asked what his relationship was like with his peers, subordinates and
superiors, he said:
So with a factory of 230 roughly hourly workers, and about 40 salaried workers,
relationships to peers is so important. It’s a 3 shift 24/7 operation. I’m there from
7am to whenever, and it’s important for me to know everyone on every shift.
Even though I don’t, I’m very familiar with faces and am able to carry
conversations. Them knowing me and me knowing them makes everything much
easier to relate to them when we have to make an unpopular decision, whether it’s
making them work crazy overtime or something else, having that relationship
with them, makes it much easier. If they like you and feel that you’re genuine,
they’ll feel with decisions and your aspects of the position much easier.
Subordinates: Very important as well, you don’t want to come off as too arrogant
or knowing more than them. Even though the supervisors have been there much
longer than myself, just being able to state the facts, treat them as even more
knowledgeable than you, and kind of getting them to, I guess you’d call it, the
servant leader, do for them and they’ll do for you without even asking. Superiors,
getting on a good even level with them. Doing what they ask quickly, promptly.
I’ve developed very good relationships with my superiors where they come to me
for suggestions and knowledge and what’s going on in the factory. My superiors I
feel almost on an even keel with them. They look to me as a key point in the
factory.
When asked how he measured personal success, he said:
Personal success I would measure it as, a lot of different ways. How people view me.
How I am reaching our KPIs, whether we’re hitting our schedule attainment, downtime
for supplies, the key drivers that I incorporate into the supply chain. Making sure we
reach those to make our factory performance and efficiencies the best we can. So those,
and how I deal with everyday issues, conflicts in so many different things.

4.2.2.5 Participant P05
When asked what her job title was, she said:
I’m an inventory analyst.
When asked what her general responsibilities at work were, she said:
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Brief overview, I have a budget set every month and I take from that and plan
how much I’m going to buy based on sales, and I contact the vendors and say this
is how much I’m going to buy. I buy it and we bring it into the warehouse and
then I ship it out to stores based on their sales rate.
When asked the question how she spent her time at work on a typical day, she
said:
That’s pretty much it. Also, analyzing out of stocks, things like that in stores,
because you have to be at a certain metric at all times. So you’re kind of required
if you’re line is below metric you have to figure out the source of where you’re
out of stock at.
When asked if she had heard of the term sustainability, she said:
Yes I have.
When asked how she would define sustainability, she said:
I would define sustainability as a process that allows you to remain profitable
with whatever you’re doing.
When asked what came to mind when she thought of the term sustainability in
general, she said:
I’ve heard more sustainability when it comes to something like in a third world
country, something like food. Being able to have enough of whatever you need.
That would be my first thought.
When asked to rank the factors, social, environmental, and economic, in order of
importance related to making a personal decision, she said:
Economic, social, environmental.
When asked if she had any personal mottos, quotes, philosophies, etc. that she
lived by, she said:
Depends on the day. Currently, be in love with your life, every minute of it.
When asked how she approached a task, problem, or goal, she said:
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When it comes to a problem, I would say recently within the last year of
developing my career, I used to have trouble admitting a problem or mistake, but
now I’ve kind of used the theory of ripping the Band-Aid off. So if I made a
mistake at work, when it comes to a lot of money, say with a vendor or
something. I used to kind of want to brush it under the rug, but now I call myself
out on it immediately before the problem gets worse. So I would say taking it
head on as opposed to waiting for it to get worse is how I approach it.
When asked what her relationship was like with her peers, subordinates and
superiors, she said:
I would say I’m very socially active at work. I think it’s really important to
interact with teams that you’re not even working with on a daily basis, especially
when it comes to networking and things like that. Kind of transitioning into this
new role, I think people have notice that I do interact with everybody even when I
don’t have to, so it’s kind of helped because this new role will literally require me
to work with every single team. So I think they’ve noticed that and it’s kind of
helped me advance my career. Subordinates: I’m lowest on the totem pole right
now, but I guess I could apply that to associates in the stores. They can submit
things like help tickets and so I think that I’m pretty open with them if they have
issues or problems. Some people really like to address the problem really quickly
and not actually read the question, but I usually take the time to say, dear so and
so, this is the issue… so I feel like I’m very personable with them on a store level.
Superiors: I would definitely say I’ve gained a lot of respect over the last year. I
went through a short time period where I didn’t have a manager, my previous
manager had been let go, so I went through a 3 month time period where I didn’t
have a manager, so I was reporting directly to my director, which was kind of a
big deal just because it adds a lot of pressure to your day in general. So I would
say I gained a lot of respect during that time frame because I had a lot of extra
work added on to me.
When asked how she measured personal success, she said:
I would say personal success is finding something not necessarily that you
absolutely crave to do every day, because I don’t think anybody’s job is
necessarily like that, but finding something that you have somewhat of a passion
for, because I would say that I don’t necessarily like my job as an inventory
analyst, like it’s not something that I love but I have a passion for succeeding with
it and I also really like electronics specifically so that’s kind of what keeps me
motivated as opposed to being in something like clothing where I don’t care that
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much and I don’t understand trend of clothes, but I understand the trends of
technology so it kind of motivates me a little bit more to stay in that specific
department.

4.2.3

Departmental Data

Moving forward in the interview, the questions broadened in scope to encompass
the participants department. The purpose of this was to gain a fundamental understanding
of how their departments fit into their organizations with emphasis on sustainability.
Concurrently, by adding the context of departmental perspectives, the systems mentality
was introduced, thus increasing the participant’s consciousness of the supply chain’s
operational complexity.

4.2.3.1 Participant P01
When asked how his department fit into the company as a whole, he said:
When I first came here this department had the mentality that they were the
bottom of the barrel. There were 5 full time openings. Today they are viewed as
highly trained individuals. They have technology. Certainly without shipping,
company P01 does 22, 23 million dollars in sales. Without them doing order
fulfillment accurately and as productive as they can… I think they take pride in
what they do. We have our own little culture over here apart from headquarters.
The culture is so different. When we first came over here and I would ask
someone to go to the mail room at the other building, the first time no problem,
2nd time no problem, then over time as they built their culture over and not
knowing people over there, no one wanted to go over there to fill in when usual
worker needed to be off. You know we got to wear blue jeans here; we can wear
hats over here. We party more. Initially it was just shipping, warehouse, and
production. Very close net, we’re close together. Then customer service came and
then IT came and that changed the culture a bit more.
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When asked if his department’s culture differed from the company as a
whole, he said:
It does. It does. It would probably be a good question to ask headquarters what
they’re take is just on that. I would like to think that we eliminate a lot of
problems before they get to headquarters and the HR department. We don’t have a
lot of problems. On our own we’re having a grand prix event as a celebration for
being in the building for 10 years. We’ll have potlucks independent of the other
building. We’ll do things as a building, and then we do things as a department.
I’m sure they do it as well. It’s just that this building seems to be a little bit
different.
When asked what metrics his department tracked, he said:
Lines per hour, per person. Pieces per hour, per person. # of packages we ship
each year. We look at out the door, how fast it gets out the door. That metric now
that we have a newer system is a little vaguer than it was in the past. We had a
little bit better metrics then. But predominately except for the gliche we had a
couple days ago, 9 months out of the year we’re out the door in 24hours. A few
weeks in the busy season we’ll creep up to 48 hours. So we measure our out the
door rate. We have looked at some other things in the past, but that’s been the one
that’s stayed the whole 13 years.
When asked if those metrics from the last question were used to measure success,
and how else success was measured, he said:
It is. It is. It’s part of their goals. Individual goals: coming to work on time,
certainly being a productive member of the team. Safety, we talk about safety
quite a bit. We have not had in the 13 years we’ve had 4 chargeable incidences.
One lady didn’t pick her foot up when she walked, tripped and broke her wrist.
Another strained his back. Another cut the end of his finger off. It was human
error. That happened about 12 years ago. Fork trucks weigh a lot. You don’t want
that running over your foot.
When asked how sustainability as a topic was addressed in general day-to-day
discussions and decisions, he said:
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Not much at all. You read about it. You see email blasts. Articles. We try to stay
up on current things. I have some subscriptions: Logistics Management, Modern
Materials Handling, and DC Velocity. These are the three.
When asked who was responsible for sustainability within the supply
management function, he said:
Purchasing director is of course who orders all of the supplies. He is in charge of
all of operations. He’s who everyone answers to. He’s been here 11 years.
When asked as a follow up from the last question, how the responsibility was
shared between different individuals, roles, or units, he said:
Probably economic would be first, the others would be a tie I guess, I don’t know.
That’s it.
When asked if individuals were trained in sustainability, and if yes, what was the
impact, and if no, did he see any problems with that, he said:
No.
When asked if he thought sustainability performance would increase if there were
more people with specified training or particular responsibilities, he said:
I think if we had problems with our supply chain. I would say we’d probably talk
more about it with our shipping and warehouse supervisors. But not on an hourly
basis. We coordinate back with the purchasing guy that takes care of our
individual needs such as boxing and pallets.

4.2.3.2 Participant P02
When asked how his department fit into the company as a whole, he said:
As a whole we are pretty much the engine that’s driving cash flow. We ship
product and if we don’t have that bill of lading out, showing that we shipped it,
we’re not getting money for it. So it’s a critical part of the business and we’re
trying to make it happen on time, as requested, and without errors, accurate every
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time. And on the material control side, we are making sure that we ensure the
correct processing of the cash flow back to our company room. So you have the
logistics of it, you have 3 different flows: product flow, cash flow, and reverse
flow. Those are the three critical ones for us.
When asked if his department’s culture differed from the company as a whole, he
said:
I don’t think it differs. We have a very strong ethic. I think the difference in that
way a little bit because, while this company is very generous as far as benefits; for
example: summer hours. My department still stays here making the shipments
until later hours. The work ethic is so strong we will work during holidays if the
company requires, and people do not feel resented or out of the group. However,
it is that work ethic that makes the core of the department stand out.
When asked what metrics his department tracked, he said:
We obviously track accuracy, and inventory accuracy, shipment accuracy, ontime delivery. We also ship space management because we want to keep a lean
operation. Those are the main ones.
When asked if those metrics from the last question were used to measure success,
and how else success was measured, he said:
Yes we have targets, and as long as we are within the range, we call it either
success or failure if it is outside. We have different ways to evaluate success at
the end of the year by knowing how much education or how many hours of
education we have had, how many customer visits we have made. Even in my
department we’re trying to make contact with the customer. We are also trying to
measure the core values of the company. What kind of things that we’ve done
throughout the year that fit the 7 different core values that the company has, and
that’s on every person’s review.
When asked how sustainability as a topic was addressed in general day-to-day
discussions and decisions, he said:
In my department not very much because we are very tactical. However, in the
strategic part of the company, that is a very critical factor.
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When asked who was responsible for sustainability within the supply
management function, he said:
The strategic part of the company.
When asked as a follow up from the last question, how the responsibility was
shared between different individuals, roles, or units, he said:
Not specifically, I think as a whole we have different goals, but not individual.
When asked if individuals were trained in sustainability, and if yes, what was the
impact, and if no, did he see any problems with that, he said:
No.
When asked if he thought sustainability performance would increase if there were
more people with specified training or particular responsibilities, he said:
Yes.

4.2.3.3 Participant P03
When asked how his department fit into the company as a whole, he said:
We play a small piece but we can impact the guest greatly if we do not complete
our jobs.
When asked if his department’s culture differed from the company as a whole, he
said:
I try to focus on having more fun than the other departments in the building and in
the company. I have difficulty believing that my employees would find
excitement in packing boxes, I have to create the energy for them and have them
take it and run with it.
When asked what metrics his department tracked, he said:
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Productivity, throughput, level of service, quality, safety, performance, cost per
carton, and training.
When asked if those metrics from the last question were used to measure success,
and how else success was measured, he said:
Yes.
He did not care to expand into the second part of the question.
When asked how sustainability as a topic was addressed in general day-to-day
discussions and decisions, he simply stated:
Rarely.
When asked who was responsible for sustainability within the supply
management function, he did not care to comment. When asked as a follow up from the
last question, how the responsibility was shared between different individuals, roles, or
units, he again did not care to comment.
When asked if individuals were trained in sustainability, and if yes, what was the
impact, and if no, did he see any problems with that, he did not care to comment.
When asked if he thought sustainability performance would increase if there were
more people with specified training or particular responsibilities, he said:
Absolutely.

4.2.3.4 Participant P04
When asked how his department fit into the company as a whole, he said:
My department consists of 5 people including myself and then my manager so 6,
fitting into the organization as a whole, we give the factory the opportunity to run.
We make sure everything is there to run on time, to support our demand and
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customer base. We are also the link between the factory and the corporate offices
and making sure they align and come together. I’d say supply chain and a factory
level is the backbone, we make sure it happens and everything is there to be able
to produce.
When asked if his department’s culture differed from the company as a whole, he
said:
I’d say my department is very unique. Everyone gets along very well, it is not
afraid to be loose and fun with each other, but at the same time being serious and
getting what needs to be done. I’d say not every place or every department is like
that.
When asked what metrics his department tracked, he said:
Lots of different ones. One of the major ones that we contribute to the
performance of our factory is downtime of supplies. We break that down by
packaging materials, ingredients, WIP and a couple other different smaller ones.
Downtime for out of supplies, because if we don’t have it we can’t run the lines.
Another huge one that’s more corporate based and pressured from the corporate
level is working capital, so all of the raw materials, the helps, the packaging
materials, we get a target that we need to hit for the factory all together. We don’t
want to go over $25 million on working capital, because if we’re spending too
much money on holding packaging and raw materials, we’re not giving our key
stakeholders what they need. If we can lower working capital in all areas and still
run an effective operation, we’re really helping out the company as a whole. Then
we’ve got attainment, so customer service, what corporate has set out in the plan,
we make the most efficient as possible to hit that attainment level. Serving the
output from production is also another big KPI for us. I’d say those are the big
ones.
When asked if those metrics from the last question were used to measure success,
and how else success was measured, he said:
Yes. So most of these are on our performance development guides, or
performance evaluations. So we are graded or judged upon them. We also use
these to improve. So we have a big six sigma mentality but it’s called (Company
P04)CE, ((Company P04) Continuous Excellence) these KPIs have goals and
triggers, and if we don’t meet them from week to week or day to day or month to
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month, we place actions upon them to improve upon, and we’re expected to
improve upon these KPIs throughout the year. Yeah, definitely being able to get
along, fit in, and do what’s needed for the factory is a big huge judgment, not just
from management but also the hourlies. Being reliable, anyone can count on your
work is huge. You may be able to hit the KPIs but if you’re not trustworthy, or
your numbers aren’t just adding up, you won’t make it whatsoever.
When asked how sustainability as a topic was addressed in general day-to-day
discussions and decisions, he said:
I want to say day-to-day not so much, it’s kind of a topic or something that you
are shooting for on the horizon, and it is huge to think about sustainability in the
supply chain from vendors and the vendors-vendors, all the way to our end
customer, and trying to get that because at our factory our lead times are from 8
weeks to 3 months, and it’s globally sourced. Sustainability for a global sourced
factory is a huge concept for us, and it’s something we definitely want to reach,
but something we know is going to take a huge effort to reach.
When asked who was responsible for sustainability within the supply
management function, he said:
I’d say all of us because we all have our tasks day to day and it’s not just our
managers responsibility to try and get the sustainability. He delegates and tries to
spread out projects or key tasks and focus to try and get to our objectives and try
to make that possible by linking resources between corporate and us. So definitely
all responsible between us.
When asked as a follow up from the last question, how the responsibility was
shared between different individuals, roles, or units, we agreed that the question was
answered in the previous question.
When asked if individuals were trained in sustainability, and if yes, what was the
impact, and if no, did he see any problems with that, he said:
No. I wouldn’t say just generally trained. From my position, it’s hard to say really
(if there are problems with this) I wouldn’t really know what sustainability
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training would entail, and how much of an impact that would have on trying to
achieve it. So I’m not sure.
When asked if he thought sustainability performance would increase if there were
more people with specified training or particular responsibilities, he said:
Yeah, especially if there is any key and specific ways of trying to go about and
achieving that sustainability. We may all have our ideas of how to do it, but
maybe not the best way of actually achieving it. So definitely.

4.2.3.5 Participant P05
When asked how her department fit into the company as a whole, she said:
I would say we do not fit in well and it has hurt us quite a bit. In electronics it’s
really hard to remain profitable just based on the rate of change with technology
and things like that so it’s really easy to basically (get screwed over). When you
think something is going to take off really well and then it doesn’t, for holiday we
did a big project with headphones and succeeded but not to the extent of what we
thought, so now we have a lot of inventory sitting around in stores. I would say in
general it’s really frustrating to work in this department because you don’t see a
lot of results for the amount of work that you do. I was saying that it doesn’t
really fit in that well because it’s hard to be profitable so whenever you’re
comparing yourself to someone else like home appliances where they’re probably
getting their bonuses this year things like that it’s just kind of a frustrating
atmosphere to be in.
When asked if her department’s culture differed from the company as a whole,
she said:
I would say no, it doesn’t differ. We’re very visionary right now, so we’re
constantly looking towards the future and what we want our department to look
like, and I think that’s how a lot of people handle it. We’ve been brought up in a
lot of overall company town hall meetings, and so it’s kind of exciting that they
call us out so much even though they know we’re struggling. They kind of see the
strides we’re taking to be more interactive with the customers oriented store.
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When asked what metrics her department tracked, she said:
For my job specifically the main thing I’m tracked on is, in stock levels within
stores. That’s the number one thing I’m graded on when I do my yearend review,
outside of that, staying within your budget. Your nonproductive inventory, so
you’re analyzing what items you have sitting out in stores that you need to move
or mark down, and overall markdown dollars. Those are the key ones.
When asked if those metrics from the last question were used to measure success,
and how else success was measured, she said:
Yes. Nothing specific to my department that is called out, but companywide we
have, in inventory specifically, we have a thing called (program name omitted for
anonymity purposes). Somebody I nominated got the last award, so I was really
excited. But basically she went above and beyond when I didn’t have a manager
and she was recognized for it.
When asked how sustainability as a topic was addressed in general day-to-day
discussions and decisions, she said:
I wouldn’t say it’s specifically ever called out, but genres of sustainability are
taken in to account when it comes to, OK we have this vision of where we want to
take this department, but is that going to be sustainable you know? OK we can
come to the next greatest thing of trying to mark ourselves (be like an apple store
or something like that) but is that going to be the right customer base for us? More
than likely not, you know we have to kind of take our marketing into
consideration. Sustainable in the fact that you have to make sure you’re focusing
on who your actual customer is.
When asked who was responsible for sustainability within the supply
management function, she said:
I would say it definitely trickles down from the new President. He’s a visionary
person in general, but I think it definitely stems from him. Outside of that we have
our VP of the department who should be responsible for it, but I wouldn’t say it’s
nearly as much of the president likes to portray.

60
When asked as a follow up from the last question, how the responsibility was
shared between different individuals, roles, or units, she said:
I think it separately trickles down to lower levels like myself, but it definitely
starts with upper management and where they want to take us.
When asked if individuals were trained in sustainability, and if yes, what was the
impact, and if no, did she see any problems with that, she said:
Not as a direct topic, no. But as a standpoint of long-term this is where we want to
be, yes.
When asked if she thought sustainability performance would increase if there
were more people with specified training or particular responsibilities, she said:
I don’t think it would affect anything from a direct, yeah this is sustainability, but
I think it has to be very applicable to the situation or people really wouldn’t care
to know about it. I know I’ve mentioned the word visionary before, but I think
that’s exactly what we need to get our feet on the ground again because we
actually just transitioned into a new president, the old president was really smart
but he didn’t have that, “this is what we’re doing, we’re getting excited,” and this
new guy has a lot of voice coming in in a good way of wanting to change things,
change our mindset and culture when it comes to electronics.

4.2.4

Organizational Data

Expanding the operational complexity of the supply chain further, the participant
was challenged to observe the following questions from an organizational perspective.
Intending to incorporate the participant’s individual and departmental roles and form an
organizational system mindset, the questions focused on bigger picture concepts
emphasizing sustainability. Tactical programs within their facility were also discussed.
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4.2.4.1 Participant P01
When asked what the role of sustainability in his organization was, he said:
I would say just in operations. Being a non-profit and a Christian organization,
you’ve got HR, you have international and US ministries, and you have
accounting and finance. They’re not included in a lot of that.
When asked what kinds of programs his facility employed, such as, recycling,
Lean, Six Sigma, Kanban, social outings, incentives or rewards, he said:
We recycle cardboard. We recycle all paper supplies. We sell it for a very small
margin. At the other building we didn’t have enough that would warrant them
paying us for it and they’d have to come get bails at 3 or 4 at a time to get it out of
there. As far as six sigma and continuous improvement. No one out there would
know what that name means. But I could tell you we practice continuous
improvement all the time. We reevaluate what we’re doing while we’re doing it
over a period of time. For example we inherited, back about 6 or 7 years ago,
from customer service, and when they would print an order they would check off
the number of the order they printed and handed it to us. So when they gave it to
us, we were doing it. After a year a two, we asked, why are we doing this? The
reason was because the previous ERP system was unreliable and they had a way
of proving that the order printed. Now we’ve got 2 systems later and you can go
on the system and print out what didn’t print. Why are we doing this? So we
constantly look at that. Do I have a black belt? No. Do I use the word six sigma?
No. But we are constantly challenging why we do things because something can
change. We continue doing this thing over here when really you don’t need to be
doing it over here. And it’s happened multiple times. So that’s why I require
every manager, supervisor, and myself to know how to do every job out there. If
they know how to do every job out there, when the picker comes out there and
says my feet are killing me, can we have some rubber mats to walk on? Well go
out there and walk for 10 hours and you’re going to know that they need mats.
But if you’re in the tower, you’re going to say get out there and go to work; I’m
not getting you mats. Do we have a team called six sigma or continuous
improvement? No. But our team is the shipping supervisor and warehouse
supervisor and distribution manager, and any other champions that we need.
When asked what kind of technologies his facility employed that he believed
affected their bottom line or efficiencies, he said:

62
Number 1 Jennifer (biometric voice picking and warehouse logistics solution).
Her payback was 11months. It cost $250k. I projected payback at 17 months.
There were things like I had forgotten to count pens. We went back and looked,
and realized we were ordering $1000 a year in pens. Where are all the pens? At
home on the dresser... Anyone who is using paper pick, they’re crazy not to go
with voice pick. What else. Jennifer. Pitney Bowes software technology has just
been phenomenal on rate shopping, getting the best cost. Do I send it UPS or
postal, rate shop trucking firms, whatever. We have used RF devices and
handheld devices and then we transitioned into voice and those modules. We still
have them as a backup if we need them. Equipment: Fork trucks, having the right
amount of them, right amount of walkie-talkies, so that you’re more productive,
packaging, turntables, shrink-wrapping.
When asked if he thought there was a difference between sustainability in
definition and sustainability as it pertained to his company, he said:
I think we’re different. I get a lot of vendors calling me wanting to sell me
something. Everyone is going to save me money. Everyone comes in saying
they’re going to save me 15-20%. Well come in and see what I do first. So I’m
finding we’re unique. We sell to churches predominately. 95% is churches. They
are people in the church who have jobs who are ordering from us. Some can be
high maintenance. They are the public. Sustainability, yeah I think we’re
different.
When asked what specifically his company did that he would consider
sustainable, he said:
Redundancy. And I’ll explain. Always having a backup plan for when something
goes down. If you need one printer, buy two. If you’ve got one air compressor,
maybe you need a second. Knowing what is essential and needs to be backed up.
And we’re constantly saying, what we would do if this went out, what would we
do if this went out? How would we still get the packages out? So we have a plan
A, B, and C.
When asked if his facility had a sustainability strategy, if he could describe it, and
did it have clear objectives, he said:
We are beginning to. Our boss has developed a contingency plan that we have
some products that we store offsite. We have some products that come in
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throughout the year that our vendor holds at his location in the event that this
building were torn down or hit by a tornado or whatever. So in that sense of the
word, we do have a plan. We have met a team that says who we will contact, what
we would do, and how long we would be up and running.
When asked if his company had a mission statement or a vision statement, he
said:
Does your company have a mission statement or a vision statement?
Here is a copy of them.

Yes.

When asked what the company culture was like, he said:
I refuse to answer on the grounds that it incriminates me (only joking). Well of
course the other building is corporate. Even in the Christian world, it has the
corporate feel. You have the vice presidents, the bosses that are there. It’s more of
a business atmosphere. I know when I first started here I wore a tie. You had
casual Fridays, and that was business casual. Now warehouse was different. Then
they went to business casual all the time with blue jean Friday. Over here is
different. Culturally there are more artsy people (over there). It’s like, well you
know I go over there once or twice a week, less if I can help it. It’s not like it’s a
bad place over there, it’s just that here is home. Most people know me over there
and know what I do. You’ve got graphic artists, communication, marketing,
touchy-feely people, almost, and their idea of doing things is going to be different.
I’m looking at cost savings, productivity. They just want to do something fancy
and then say oh by the way how much does it cost?
When asked how management at his company approached tasks, problems, or
goals, he said:
I think they’re becoming team oriented. They haven’t always done that in the
past. Different departments have done that better than others. I don’t think that my
team is the best, but they’re getting better. If you’ve got… this is anonymous
right?... (Ha-ha yes sir). If you’ve got someone on your team that is very strong,
strongly opinionated, that dominates. If the boss allows that person to dominate
than you don’t have a team anymore. You have someone that is trying to run the
situation. So I do think it is getting better. I think the team has purpose. My boss
certainly is getting better.
When asked how his company measured success, he said:
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For the last 8 or 9 years they have done a best Christian workplace survey. That
HR was responsible for. Making sure it got out. A third party outside vendor
would grade it. It was totally neutral as far as anonymous. Scores have been not
so good. Some years get a little bit better, or maybe the score is 3.5 and goes to
3.47, still a decline but still about the same. I think the biggest issue is trust.
People in the organization did not trust upper management. We did not do the best
Christian workplace survey this last September. It hasn’t even been talked about. I
think they do the survey and you tell what your issues are anonymously and they
felt nothing was happening. There were some things happening, they just didn’t
see it or didn’t feel it, or maybe it wasn’t what they thought it ought to be. I do
think it is better (here). We also do performance management. Every employee
does that. We do a step evaluation in May and June where the boss will sit down
with a person. That’s how we measure how individuals are doing.
When asked if his organization measured the performance of their sustainable
efforts or practices, and if yes, how, he said:
Yes, and I can get that for you if you’d like. It would only be from an operations
side. Because I’ve told you what mine are, but customer service has a group,
purchasing has a group.
Obtained copy of company P01 KPIs can be found in section 4.3.
When asked if he thought sustainability gave his organization a competitive edge
in the marketplace, and how, he said:
Competitive in the market. We are competitors with Life-Way with RA’s and
GA’s with Pioneer Clubs. We are the largest market, and we only have about
10%. Yes, and I would say that because, from an operations side, we’re constantly
looking at ways that we can do our job better, faster, and with a contingency plan.

4.2.4.2 Participant P02
When asked what the role of sustainability in his organization was, he said:
Basically, you know, we have a model. 2x4. We want to be sustainable enough to
grow at a 25% rate even in this economy. It’s a tradition; we’ve been able to do it
before. It’s tough in this economy, but that’s the model that we want to maintain,
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and everybody receives when they come into the company, they receive a 2x4
kind of outlining the sustainability model that we want to create.
When asked what kinds of programs his facility employed, such as, recycling,
Lean, Six Sigma, Kanban, social outings, incentives or rewards, he said:
We have a recycling program for paper. We also have a recycling program for big
containers like that we receive from our vendors. We send them back for them to
reuse it. The used pallets we also have a recycling method. We send it back to
manufacturers. We also have company meetings every month to update the
company on what we’re working on, what’s coming up and its companywide. As
far as outings, there are individual group outings that people do, but we also have
regular hot lunch meetings and during the summer months, we have ice cream
social meetings, we have all of these sometimes they call breakfast meetings in
the company. We gain a few pounds, but we also have a gym for people to work
out and meet. We have massages as a perk; anyone can sign up for them.
When asked what kind of technologies his facility employed that he believed
affected their bottom line or efficiencies, he said:
In the operations side, we have the WMS (warehouse management system)
system. That helps us run our processes very well. We also have cellular
technology for our employees, even our clerks, to help out on their transactions.
They have the ability to take a picture of the shipment when it’s leaving and send
it. We also have an accounting system that is running pretty well. We are
upgrading it soon, but it’s helping us out greatly. We also have wireless
technology for RFID for scanners and barcodes to tag everything that we have in
the supply chain from the moment we receive it at the door to the time it leaves
the door as a finished product.
When asked if he thought there was a difference between sustainability in
definition and sustainability as it pertained to his company, he said:
I think I’ve never heard that sustainability being used anywhere outside the
business models, so I wouldn’t be able to say there is a difference.
When asked what specifically his company did that he would consider
sustainable, he said:
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The track record of our history of growth, we’re always growing, and that’s to me
is sustainability. We’re meeting our needs and not jeopardizing the future because
we’re maintaining our growth rate.
When asked if his facility had a sustainability strategy, if he could describe it, and
did it have clear objectives, he said:
Yes, we recently worked on a contingency plan in case of an emergency. We have
satellite production capacity reserved; we also have a structure of systems to help
us in case of crisis. Say we can’t come into the building; we are still looking at the
sustainable business model even if this building is not up and running, we can do
it from other places. Even with our sister company in Canada we have developed
systems over there to be able to manufacture there and keep shipping operations.
When asked if his company had a mission statement or a vision statement, he
said:
Yes, and we’re pretty consistent on letting everybody know, and keeping
ourselves within that mission statement and vision statement. They are online as
well.
Obtained copy of mission statement and vision statement of company P02 can be
found in section 4.3.
When asked what the company culture was like, he said:
The culture? It is a family owned business, and everybody knows each other. We
are small enough that we make a difference to know everybody’s name; it may
take us awhile lately because we are growing, but we are very close and you know
there are a lot of people that have spent a lot of years here at this company. There
is that sentiment to me that we’ve been here for a while and we’ve invested a lot
in this company. So we have a culture of pride and at the same time,
responsibility for the future.
When asked how management at his company approached tasks, problems, or
goals, he said:
They look at it from the three aspects, social, economical, and environmental. I
see that sometimes depending on where the weight is, they will be able to

67
determine what the right decision will be depending on the three factors.
Sometimes for example I’ve seen where a decision is made that is in favor of the
economical responsibility with the business, however, the social is what we’re
trying to accomplish. I’ve seen the management leaning towards a decision based
on the social aspect even though the financial/economical might not be right. It’s
trying to fit our mission of doing the right thing first, and that’s how I see their
approach going.
When asked how his company measured success, he said:
The company measures success basically with very clear targets. We have every
year we put ourselves a target in front of us and every month, we see how close
we’re getting to it. For example, there may be a sales target, that’s always in
there. How much we want to grow by and this is how much sales we have to do. It
depends; there are strategies by department for what we are supposed to do.
That’s how we measure success. Also they take the “pulse” on how people are
feeling by sending out surveys to the customers and stakeholders. They send
surveys to the employees to measure how well we’re doing in the HR area, how
well are we doing in sales and customer service areas. So we’re always striving
for those.
When asked if his organization measured the performance of their sustainable
efforts or practices, and if yes, how, he said:
Yes. You will see that if we want to make sure that, for example, in the employee
side, we want to make sure that we’re having happy employees. You will see the
results of the survey being posted in the front of the employee hallway, and we’ll
see there how well we’re doing or how bad we’re doing in an area. So we’re very
transparent and open about that. It’s the same thing with customer surveys; we
take the “pulse” and see what the customer wants and where we are at on that
meter. So yes we measure that.
When asked if he thought sustainability gave his organization a competitive edge
in the marketplace, and how, he said:
Definitely. Yes.

68
4.2.4.3 Participant P03
When asked what the role of sustainability in his organization was, he said:
We try to factor it in when we make big changes in the organization.
When asked what kinds of programs his facility employed, such as, recycling,
Lean, Six Sigma, Kanban, social outings, incentives or rewards, he said:
We have an offsite once a year. We also receive a yearly bonus and salary
increase based on the previous year.
When asked what kind of technologies his facility employed that he believed
affected their bottom line or efficiencies, he said:
Very little, our distribution center is far from cutting edge in technology.
When asked if he thought there was a difference between sustainability in
definition and sustainability as it pertained to his company, he said:
Yes, it would seem that we use it as a buzz word to think about how changes will
impact the team members and how do we minimize impact and keep the change
from slipping back into the previous state.
When asked what specifically his company did that he would consider
sustainable, he said:
We focus on making changes that we know are proven, we rarely step out and are
innovators on technology.
When asked if his facility had a sustainability strategy, if he could describe it, and
did it have clear objectives, he said:
No.
When asked if his company had a mission statement or a vision statement, he
said:
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Drive sales profitability by delivering what guests want.
When asked what the company culture was like, he said:
Focus on self-development and less on efficiencies.
When asked how management at his company approached tasks, problems, or
goals, he said:
With a focus on self-development.
When asked how his company measured success, he said:
We have “achieving excellence” points that encompass all of the metrics that we
measure and are used to assess our overall success.
When asked if his organization measured the performance of their sustainable
efforts or practices, and if yes, how, he said:
We do not.
When asked if he thought sustainability gave his organization a competitive edge
in the marketplace, and how, he said:
It prevents from working the same problem twice.

4.2.4.4 Participant P04
When asked what the role of sustainability in his organization was, he said:
It is an overall goal, because sustainability means less cost, smaller lead times,
good communication, and relationships with vendors which lead to those two
things. Overall trying to shoot for 100% customer service because if there’s
sustainability within your network and throughout your process, you can plan,
predict, and know what your plan is, your demand is, and pretty much be a
“perfect” organization if you had sustainability across the entire supply chain.
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When asked what kinds of programs his facility employed, such as, recycling,
Lean, Six Sigma, Kanban, social outings, incentives or rewards, he said:
Pretty much all of those. My factory is very close to being a 0 landfill facility. We
are 99% recyclable, and we are striving towards 0% landfill here this year.
Definitely recycling. Kanban we use that. Lean we are definitely very interested
in those terminologies. Our factory we did DMAIC projects. Our (Company
P04)CE, ((Company P04) Continuous Excellence) program, strives on a huge
process very hard to get an entire factory on, but we are in the middle of it, and
we’re trying to get through the first “gate” per say, our first assessment, and once
you pass that you get more into TPM and Lean mentality because you need your
good foundation before you can try to use the more complex tools to drive
improvement. Social, we have a great rewards program called (program name
omitted for anonymity purposes), to where it’s electronic based to where you can
either just send a real thanks, where it’s just a thank you card saying why you’re
saying it, it gives it to their manager, it says what they did and why you’re
thanking them. It also has points, you can do monthly points. I can give someone
five points and the point system is linked to a store to where you can buy
whatever you want, and each thing has its point value. Then our factory is the first
factory to use it from salaried, cause it is salaried everywhere but we’re the pilot
plant to use it on hourly.
When asked what kind of technologies his facility employed that he believed
affected their bottom line or efficiencies, he said:
Our biggest one is SAP systems. It makes everything uniform and linked between
all operating systems from transportation from corporate offices to our factories,
and make it somewhat user friendly. Without that everything would be manual,
everything would be archaic and stone age. Other technologies, I guess you’d say
just the techniques of the ideas behind six sigma and lean principles. Also another
really cool technology that we’re having is GPS on all inbound trailers and what’s
on them so we can track where the trailers are in our yard, and how they are being
transported in to try and gain efficiencies from that aspect, so a lot of cool
different things.
When asked if he thought there was a difference between sustainability in
definition and sustainability as it pertained to his company, he said:
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I’d say everyone’s focus is hitting that priority, making sure the customer gets
what they need 100% without any dissatisfaction, the quickest best way possible..
When asked what specifically his company did that he would consider
sustainable, he said:
I’d say sustainability is a hard thing to achieve perfectly, from my point of view
and what I’ve seen; it’s hard to say that any company has achieved perfect
sustainability. Let’s say it’s benchmarked between every industry possible. We
strive for sustainability in every aspect, and I wouldn’t say we hit it 100%.
When asked if his facility had a sustainability strategy, if he could describe it, and
did it have clear objectives, he said:
Yes. We have something called a OMP (Operational Master Plan) so it takes this
year and breaks it down into quarters, then also takes that out into yearly buckets
after that. The purpose of the OMP is to take the key priorities of the business and
put objectives on this roadmap so that the objectives drive the key priorities and
make the business more sustainable and reaching what the stakeholders want.
Very much has clear objectives.
When asked if his company had a mission statement or a vision statement, he
said:
Facility level is different than corporate: Our goal is to be the #1 dry powder
factory, driving 98% schedule attainment, lowest cost possible, and benchmark
for the industry by 2018..
When asked what the company culture was like, he said:
At my facility, the site is in a union, so we really have a culture where the salaried
people don’t always align with the teamster aspect, and they really clash and
collide even though there are those collisions and not always seeing eye to eye, I
still think everyone has the companies best interests in mind and want to see
success.
When asked how management at his company approached tasks, problems, or
goals, he said:

72
The management is more strategic in a sense to where they come up with if the
level below them has something that needs to be solved, or can’t solve on their
own, they try everything possible and just can’t do it, they’re the resource that
will come together and come up with a solution to help us drive forward. The
management staff at our facility is really more hands off, they want us to try and
drive the business, and they look at the strategic aspect and bust down the barriers
that we can’t achieve ourselves.
When asked how his company measured success, he said:
Being able to work well with others, being able to achieve your goals that you set
and being able to work your hardest to make sure you have the companies best
interests in mind and driving forward to better costs and sustainability.
When asked if his organization measured the performance of their sustainable
efforts or practices, and if yes, how, he said:
I wouldn’t say sustainability per say, I don’t think we have an actual KPI to
measure that.
When asked if he thought sustainability gave his organization a competitive edge
in the marketplace, and how, he said:
Absolutely. Being able to promise your customers your product when you have so
many competitors out there, if they can’t have a sustainable product and be able to
serve at all times, you will one up them every time, because they’ll end up coming
to you and they’ll go by the wayside.

4.2.4.5 Participant P05
When asked what the role of sustainability in her organization was, she said:
I think it’s a struggle honestly. People see the news and how things are going, and
they see we’re on a list for top number stores to close in 2013 and things like that.
So I think it’s a struggling topic, because they see all their hard work and wonder
what it’s for.
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When asked what kinds of programs her facility employed, such as, recycling,
Lean, Six Sigma, Kanban, social outings, incentives or rewards, she said:
Social outings, we do a lot of holiday things, as well as departmental specific
things. We get pumped up for things like the super bowl because we know we’re
going to sell a lot of televisions. We promote that amongst the rest of the
company. Other departments like toys will get excited about Christmas and they’ll
have a toy sale down in the main area where people can shop at a discounted
price. I would say incentives and rewards are kind of a sticky topic. I would say
we don’t actually get rewarded at all and that’s the probably the number one
complaint that people have is that there’s really no bonus structure. It’s really
difficult if you’re working hard and you can’t get a raise to at least get some form
of bonus. People have even said I would take $1000 and that’s kind of pennies to
the organization as a whole, and it would incentivize them to either a. work
harder, or b. stay in that department, but nothing is being offered because they
can’t really afford it supposedly.
When asked what kind of technologies her facility employed that she believed
affected their bottom line or efficiencies, she said:
I think in the last 5 years they’ve implemented a new program, I won’t go into
specifics about what the program is, but basically it’s an ordering system and it
pulls from the store level to know your true need to get an accurate balance of sale
in your warehouse and things like that. It’s a very expensive system and they’re
trying to push more departments towards it because no everybody is set up for it
yet. We’re one of the few departments that do have that system, and as you know
we’re two large companies put together, and one of the companies doesn’t
actually use it at all. So even within my department, not everybody can use it. But
I personally think it’s a really good system, but we need to get the ball rolling on
the steps to utilize it to its fullest potential because right now we’re not. It’s such a
good and expensive system that it’s kind of hard not… it’s a shame.
When asked if she thought there was a difference between sustainability in
definition and sustainability as it pertained to her company, she said:
Not really. Just by actual definition of what sustainability is, kind of like the
capacity to be able to survive. I think that’s always what we’re pushing for,
especially with the economy being in the state that it is, we’re always pushing to
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know that, OK yes, we want to sell these products, we want to serve our
customers, but we’re pushing to stay alive basically.
When asked if her facility had a sustainability strategy, if she could describe it,
and did it have clear objectives, she said:
As a whole yes, it has clear objectives, especially in the town halls; they really
like to get into details about what the upper most management is thinking. I would
say they have kind of taken a slight decrease with upper-management changes,
but I feel like they are very transparent when it comes to those sorts of things.
When asked if her company had a mission statement or a vision statement, she
said:
Yes, but you would have to go online to get the exact version.
When asked what the company culture was like, she said:
I would say there’s not a lot of middle range that have been there say 10 years, it’s
all people have been there 30+ years and people have been there about 2 years.
It’s rare to find someone that’s been there about 10 years. So that’s something
that’s definitely hurting the company, people from college want to come in and
work with a young hip company that they can make new friends and things like
that. I’m definitely not saying it’s all old people or anything like that, but I can
think of quite a few people who just in my department alone who have been there
30+ years. So I would say that it’s sort of a stagnant atmosphere. But they’re
really pushing to get more into the social media kicks, I’ve seen a huge change
since I first started as far as utilizing the younger generation and branching out.
When asked how management at her company approached tasks, problems, or
goals, she said:
I can’t think of a specific example. My boss attacks it head on kind of, but it’s
more like a fire drill. He has to react to a lot of things quickly when it comes to
things, like when it comes to somebody at the very top saying you need to cut
your budget for 2013 by x amount of dollars. So they come to us and say you
have to cut your budget and make it work in the next 2 days. You have to finish it.
So I would say it’s a fire drill, but it’ll always get done, but the fact that its fire
drill makes the work less accurate in my opinion.
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When asked how her company measured success, she said:
If we’re profitable or not. I think just as a company super generalizing people’s
thoughts, success would be the type of customer that we’re driving into our stores.
With our rewards program we can track our customer base and who’s buying
what. Our market is typically anywhere between the ages 35-60 years old, and
they’re really trying to hone in on the younger crowds.
When asked if her organization measured the performance of their sustainable
efforts or practices, and if yes, how, she said:
I would say yes. You might have to rename it, but (program name omitted for
anonymity purposes) rewards is kind of a huge push in our company. Basically
it’s a rewards point program that a lot of other companies are leaning towards, but
even as an employee I didn’t know a lot about it. I made some large purchases
recently and I got a lot of points back from it and I was like oh wow. So I guess I
didn’t realize how much effort was being put into this program until I used it firsthand.
When asked if she thought sustainability gave her organization a competitive edge
in the marketplace, and how, she said:
I do not think it does specifically because currently I don’t think we’re on a
sustainable path.

4.2.5

Supply Chain Data

By taking the participant’s frame of reference outside their facility, the final group
of questions aimed to assess the awareness of collaboration between stakeholders and the
roles they played in their supply chain as a whole. With a mentality from that of all the
previous systems in the study synergized to form one large system, questions
emphasizing sustainability elicited responses that would build upon the understanding of
sustainability across the supply chain.
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4.2.5.1 Participant P01
When asked to describe how his company or facility fit into the supply chain, he
said:
We buy from vendors many of the time who are brokers. Not always. Some of the
products that we buy are made in china or overseas. Probably 30 or 40 percent are
made overseas. So if it is a trinket, maybe we bought it from a broker. Books are
printed here in the US, Wisconsin. We ship predominately with UPS. Our
customers are high maintenance customers. They get used to the fact that we turn
it in 24 hours. And if we miss that and they don’t get their order in 7 days because
they ordered it on a Sunday night or a Wednesday night, they get upset. And
you’re dealing with little kids. You promised little Johnnie you’re going to get
him this book. And I’m order JIT (the customer), I don’t want all this supply, I
don’t have a lot of money, you’re too fast I don’t need to have stock on my
shelves. A lot of churches do, but smaller churches order just what they need,
knowing that we’re going to get it out the next day and they’re going to have it by
the time the kid comes back next week. When we miss that date, they are
unhappy. We have a vendor who says it’s going to be in here at a certain time and
it doesn’t come in on time. We’re expecting it because our forecast is saying we
plan to run out on this date, we need it by this time. We have very precise
forecasting. That falls under purchasing. A guy named (name omitted for
anonymity purposes) does that. He has a hot list, he sends it out every month to
the warehouse guy and he’ll go and do cycle counts on that hot list to make sure
the system has what it say it has.
When asked if the members of the supply chain had a collaborative sustainability
strategy, and did corporate, he said:
Yes. UPS is heavily involved. We are the largest customer in (location omitted for
anonymity purposes) not counting Motorola. They are very keen on making sure
they meet our needs. FedEx is too, but we don’t do much with them.
When asked if sustainability affected their business relationships, and how, he
said:
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I meet with them every other week. They’re always checking in with me. If I have
problems they address them if not they bring up things. They’re always trying to
say have you thought about using this service we have to get it out faster or
cheaper. Cheaper usually.
When asked where the priorities were at the corporate level, he said:
Vendors and customers. Yes. If the vendor doesn’t get it to us when they say
they’re going to. We’re going to have a fit. We had a vendor who said he had
ordered this stuff in China. Carried on conversations, multiple conversations, he
hadn’t ordered it. He got fired as a result of it. They almost lost our business
because of it. Customers on the other end, when that ship sank in China; we had
sent out surveys to churches: How many of you are going to switch to this new
program? 70% of the churches said they were going to switch. So we ordered
80%, 10% more than what we needed. 90% switched. Now we don’t have enough
shirts. Now we have an emergency order with China. Ship sinks, shore men go on
strike. Then in the Christian world, churches are upset, they know a board
member, they call the board member, they call someone who calls someone, it
filters down to me. No one wants a call from a board member. So the culture is so
different from a secular world in a sense.
When asked as a follow up question from the last one, how the strategy
incorporated sustainability (if at all), he said:
They have a bunch. I’ll print those out for you. There is an overall Dashboard.
Then we all support that.
Obtained copy of overall dashboard for company P01 can be found in section 4.3.
When asked how sustainability was included in supplier selection practices, and if
not included, what was, he said:
(Name omitted for anonymity purposes) would be a better one to ask that. He’s
got to go out for a bid, he’s going to evaluate whether he thinks they can meet our
needs in quantity based on the size of their company. You know we got an email
from a customer; they were concerned about UPS because UPS was donating to
gay rights or something. Something along those lines. You know imagine if we
went to every one of our vendors and asked, are you doing anything that we
disagree with? Probably. You’re going to do something I disagree with; I’m going
to do something you disagree with. Certainly there would be a line, we do have
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that line. Back when the plane was captured in China that went down and our
pens were made in China. We had a customer that was just irate that we were
having pens made in China when they had our plane. He was a veteran. I’m a
veteran, I can relate. There certainly is. We have to book suppliers. Do you print
pornography? Well probably they do, but you know, what you gunna do? So
(name omitted for anonymity purposes) evaluates them, he gets a bid, generally
the lowest bid is going to get the business, not always. I know that when I get a
bid, I buy boxes, cardboard boxes. I had a guy come in here, he was lower on half
and he was higher on half. OK, if I was really hurting money I could give him
half and him half, but this vendor is outstanding, gets me out of jams if I’m
making mistakes, gets me my products when I need it, and is always there. So let
me say this. (Company P01) is very loyal to their vendors. They really have to do
something multiple times for us to switch. We switched our box company right
after I came here. The guy was retired, so he was just a broker living in Florida.
Service was bad so we switched and we’ve been with the same guy ever since.
When asked how sustainability expectations were communicated, he said:
In the PO they will be given expectations of box size, pallet size, and expected
delivery date. They will call up can we send it in a week early, we’ll say yes or
no. they’ll notify us if it’s going to be late. A lot of times we don’t want product
coming in in June because we’re doing inventory. So we purposefully say July 1
or 2.
When asked as a follow up question from the last one, what happened if
expectations were not met, he said:
We do not have any consequences written that I’m aware of like some companies
do like Wal-Mart’s. You put the label on the wrong side of the box you’re going
to be dinged, because they want everything uniform. We have none of that. We do
quality out in the warehouse, we check when a box comes in if the product
number is right, make sure it looks right. But unless we have a vendor that’s
really giving us a lot of problems we don’t check very close.
When asked to what extent sustainability was included in day-to-day
communications and decisions with suppliers or vendors, he said:
I don’t know. That would fall under (name omitted for anonymity purposes).
Although I’m not purchasing, I’m allowed to purchase my own stuff. I work with
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the purchasing director and I can do it with a PO or a credit card or I can do it
verbal. So I do deal with a lot of vendors, the copiers, expectations are verbal
many times. I think (name omitted for anonymity purposes) does a good job
clearly because he’s going to cover his bases, he’s going to make sure if any
mistake is made it’s not going to be him. So it’s going to be written.
When asked how his company measured the performance of their suppliers or
vendors, and if sustainability was a part of that, he said:
Quality would be number 1. We have 12000 churches and buddy if the quality is
not there; they’re going to let us know. 10 phone calls is probably equal to 100
customers. That’s a lot. I know that there are some products under review right
now, customers question whether something was made right. Sometimes they are
wrong. We had beanbags that were sown and customers could pull them a part. So
vendor came out looked at it and said throw them out we’ll send you some more.
So quality is probably the number one thing. Safety as well.
When asked how his company’s supplier or vendor performance was, he said:
Having not seen a definable metric I’m going to say really good. When there is a
problem our vendors know that we’re a Christian organization. They know we’re
going to be fair with them, we expect them to be fair with us, and our vendors are
really more than fair with us. Many times they’ll say keep it, throw it away, sell it,
do whatever you want with it, I’ll get you more. Maybe we allow them to ship
10% over the PO, if it was a little more than that, would we slap them on the
wrist? No. Things like that. Some of that really falls under (name omitted for
anonymity purposes). These are just my opinions.
When asked how his company’s supply management performance was, and did it
meet the goals of the corporation, he said:
I think so, (name omitted for anonymity purposes) is very successful. He has
saved (Company PO1) a lot of money on negotiating price, costs of goods sold
has gone down. We are down 1.5 million last year, expect to be 1.5 million this
year. Not going to be any layoffs or reduction and a lot of that is because of the
money HR has saved under the new health plan, and the money that (name
omitted for anonymity purposes) has saved as well as an open head count.

80
When asked as a follow up question if their suppliers contributed to that
performance, he said:
Absolutely. (name omitted for anonymity purposes) has vendors that have done
business with him for 20 years or have done business with (Company PO1) for 20
years. We’ve had vendors who had done work with us for years, and we said we
want a bid, and he said well my price is what I’ve been selling it to you at. Well
we’re going out for bids and you’re the highest. He lost it. He wasn’t willing to
budge. Substantially. Prior to (name omitted for anonymity purposes) coming
here, no one got any quotes. I found paperwork in cabinets. We were buying
staples. We were paying $16 a box, 5 years earlier; today I was buying them for
$8. No one was doing any quotes, they were just saying give it to them. So (name
omitted for anonymity purposes) has implemented 3 quote policies. That’s not set
in stone, but generally try and go out, especially if there’s a variance, go get a 4th
one depending on how often you’re going to buy it. Relationships are big. That’s
probably harder for my boss because he doesn’t want to meet with the vendors; he
wants to base it on numbers not a relationship. Whereas (name omitted for
anonymity purposes) and I are going to say it’s about the relationship too. If I was
working a 2nd shift, I could call my box guy at home and he’d get me boxes. He
wouldn’t do it every night, but he would help.

4.2.5.2 Participant P02
When asked to describe how his company or facility fit into the supply chain, he
said:
The warehouse department fits into part of the supply chain, and like I said, we’re
basically in the middle of the cash flow and the product flow part of the business.
We’re also very involved in the reverse flow part of the supply chain.
When asked if the members of the supply chain had a collaborative sustainability
strategy, and did corporate, he said:
Yes. That’s the part I was telling you about. In case operations go down, we have
satellite locations that we can operate from.
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When asked if sustainability affected their business relationships, and how, he
said:
Yes, definitely. There are customers who will not do business with us if we don’t
have a plan or we can’t keep providing our products. So we have to have a plan
for that.
When asked where the priorities were at the corporate level, he said:
Corporate level. Of course they are responsible for the financial, and I see that
well, but also the well-being of the employees and the stakeholders.
When asked to elaborate if he though sustainability was incorporated in that
strategy at all, he said:
Yes.
When asked how sustainability was included in supplier selection practices, and if
not included, what was, he said:
I will defer that to purchasing.
When asked how sustainability expectations were communicated, he said:
Sustainability expectations are communicated and updated every month. We have
monthly employee meetings.
When asked as a follow up question from the last one, what happened if
expectations were not met, he said:
Usually there is first communication and then action plans follow to meet or
exceed those expectations.
When asked to what extent sustainability was included in day-to-day
communications and decisions with suppliers or vendors, he said:
I will defer that to purchasing.
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When asked how his company measured the performance of their suppliers or
vendors, and if sustainability was a part of that, he said:
Purchasing. (Deferred).
When asked how his company’s supplier or vendor performance was, he said:
Again. (Deferred).
When asked how his company’s supply management performance was, and did it
meet the goals of the corporation, he said:
I will leave that for purchasing also.
When asked as a follow up question if their suppliers contributed to that
performance, he said:
Yes, I’m not sure.

4.2.5.3 Participant P03
When asked to describe how his company or facility fit into the supply chain, he
said:
There is a team of people at headquarters that works on supply chain with
information that I am not privy to.
When asked if the members of the supply chain had a collaborative sustainability
strategy, and did corporate, he had no comment.
When asked if sustainability affected their business relationships, and how, he had
no comment.
When asked where the priorities were at the corporate level, he had no comment.
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When asked as a follow up question from the last one, how the strategy
incorporated sustainability (if at all), he had no comment.
When asked how sustainability was included in supplier selection practices, and if
not included, what was, he had no comment.
When asked how sustainability expectations were communicated, he had no
comment.
When asked as a follow up question from the last one, what happened if
expectations were not met, he had no comment.
When asked to what extent sustainability was included in day-to-day
communications and decisions with suppliers or vendors, he had no comment.
When asked how his company measured the performance of their suppliers or
vendors, and if sustainability was a part of that, he had no comment.
When asked how his company’s supplier or vendor performance was, he had no
comment.
When asked how his company’s supply management performance was, and did it
meet the goals of the corporation, he had no comment.
When asked as a follow up question if their suppliers contributed to that
performance, he had no comment.

4.2.5.4 Participant P04
When asked to describe how his company or facility fit into the supply chain, he
said:
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My facility in general is a huge aspect. We just don’t produce goods per say,
we’re a beverage factory and there are multiple other beverage factories. We take
byproducts of two other factories and use them as a raw material, to where it
would be considered waste, so we eliminate waste from other factories to use in
our products and then we also supply other factories raw materials to be able to
produce. We supply a $2 billion factory with their key components. So we’re a
huge focal point within beverage division of the company, and we’re considered
to be very important. If we didn’t have this facility, beverage division would
probably crumble.
When asked if the members of the supply chain had a collaborative sustainability
strategy, and did corporate, he said:
Yes. Even between all factories of beverage we have our own supply chain
operational master plan for strategy to move ahead, reducing cost, working
capital, and efficiencies between each other. Corporate sets the tone or priority
and trickles it down to the factories saying these are the key priorities and goals
we need to strive for, and how we need to link up and make everything
achievable.
When asked if sustainability affected their business relationships, and how, he
said:
Yes. One of the biggest things is relationships with vendors and how we’re trying
to maintain customer service level with all of our products, we have over 200
items that we make and we need to strive to make 100% customer service for
every one of them, and when something happens to where we are told that a
supplier can’t make a delivery for whatever reason, we can’t accept that, and it
sometimes puts some strains on the relationships between us and the vendors.
We’ll set the attack dogs on them in our purchasing team, and they’ll really push
beyond what we can, and sometimes that puts a strain between the relationship
between the factory and supplier.
When asked where the priorities were at the corporate level, he said:
Number 1 is safety for every employee in the company. That’s pretty much
number 1 on anything you would see from a vision and mission, doing everything
safe and making sure everyone can go home and see their families. That’s pretty
much the huge striver. Then it comes down to of course costs and efficiencies.
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When asked as a follow up question from the last one, how the strategy
incorporated sustainability (if at all), he said:
We have a supplier scorecard to where the suppliers we currently have, have been
selected, their major players within whatever category of the world, whether it’s
flavors or packaging, and their based on on-time deliveries, quality of the product
they send us, and if they don’t reach those it is tracked and can actually disqualify
certain suppliers and go towards others.
When asked how sustainability was included in supplier selection practices, and if
not included, what was, he said:
So pretty much contracts and we have a division of purchasing that have those
relationships between the contract and the supplier and make sure they’re holding
up to it, and make sure their aware of it.
When asked how sustainability expectations were communicated, he said:
I haven’t been too much into that, but threatening to take away their business. We
are a global powerhouse and suppliers will flock to be a part of us and being
threatened to take away their business is a huge leveraging aspect that we have.
When asked as a follow up question from the last one, what happened if
expectations were not met, he said:
Not 100% sure on that.
When asked to what extent sustainability was included in day-to-day
communications and decisions with suppliers or vendors, he said:
Vendors, suppliers are the scorecard that we have: the on time delivery and
quality of the delivery.
When asked how his company measured the performance of their suppliers or
vendors, and if sustainability was a part of that, he said:
Overall I’m not really sure from the aspects, overall I’d say pretty well. Most of
our vendors and our suppliers are able to reach what we need, and even when they
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fight back a little bit, they try to meet what we need as much as possible and for
the most part I say do a pretty good job about it.
When asked how his company’s supplier or vendor performance was, he said:
Overall, I’d say pretty good. From when I’ve been in this position, for a while we
had the highest factory attainment ever until some unforeseen circumstances and
changes within the culture of the factory occurred and really rocked the boat.
Then for about an 8 month period it really took a dive, and we’re just starting to
bounce back from that.
When asked how his company’s supply management performance was, and did it
meet the goals of the corporation, he said:
It didn’t meet the goals for a while, but we’re back on track to where it is now.
When asked as a follow up question if their suppliers contributed to that
performance, he said:
Absolutely. 100%.

4.2.5.5 Participant P05
When asked to describe how her company or facility fit into the supply chain, she
said:
I have a pretty good working relationship with each one of my distribution
centers. I work nine different distribution centers, but even within my own
department, there are more beyond that. I would say that we’re in constant contact
with them when it comes to if there are large shipments coming in or going out,
they expect me to be able to tell them, hey you’re expecting 30,000 pieces of
whatever items and those are the large heads up. If you have a massive import
order coming, they’ll need the heads up on it.
When asked if the members of the supply chain had a collaborative sustainability
strategy, and did corporate, she said:
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I would definitely say yes. So we have one specialized supply chain person in my
department. She’s the person that is the liaison between all of our warehouses and
our specific department. So if there’s an issue, say a vendor mis-shipped
something, she’ll be the one to be contacted and then she’ll contact the
appropriate analyst to say hey you need to look into this order, talk to the vendor,
see what they did wrong, things like that. Very good communication, which is
what makes it work so seamlessly.
When asked if sustainability affected their business relationships, and how, she
said:
When it comes to logistics standpoint, yes. It would make my day a lot more
difficult if things didn’t go as smoothly as they do. I’m not saying they’re perfect
by any means. I was expecting a very large import order to come in and basically
where we accept it into the United States, a bunch of product was stolen. So you
deal with things like that which are out of your control, so you depend on your
warehouses to kind of do the research to do exact counts because if you see there
are missing parts you can’t just say OK here’s a box of 48, you have to go in open
up the boxes and check. So you’re putting a lot of trust in them to make sure
things are accurate on that level.
When asked where the priorities were at the corporate level, she said:
I would definitely say customer. I probably wouldn’t have said that when I first
started, but kind of diving deeper into how we are transitioning, especially with
our rewards program, I see how much effort they’re putting into the customer.
Say a customer is in a store and they bought a big screen TV and you know they
go and buy it but they didn’t really buy any accessories which is where our
margin lies, before they even walk out of the store, they’ll get an email on their
smartphones that say hey did you know this TV stand is on sale, or these HDMI
cables would be really important, because the ones that come with it are not as
good of quality.
When asked as a follow up question from the last one, how the strategy
incorporated sustainability (if at all), she said:
I would say it does because it’s driving the customers back. I had my rewards
points and I went and bought some clothes and what not so I get another email
that says thanks for shopping with us again, and I had a remaining $28 or
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something. So I went back in and spent another $60. So I’m always spending over
what my point dollars are. So you’re constantly pushing the customers back.
When asked how sustainability was included in supplier selection practices, and if
not included, what was, she said:
I guess I don’t have a direct yes this is who we’re choosing as a vendor, but I
definitely have opinions. So if I’m going to the buyer and saying you know what,
(e-reader manufacturer name emitted for confidentiality purposes) they kind of
think that they’re above us to spend the time and money to get into our systems
correctly. So if I place an order today with a vendor, the order would go directly
to them, tomorrow they’d see it, when the due date is things like that. But since
they don’t want to spend the time and money to invest in us, basically we have to
do everything manually. So we’re manually processing their POs, literally
sending them screenshots of our orders and things like that. Basically if people
don’t invest in us, we don’t want to take the time to invest in them. But sometimes
when they’re that good of a brand name, you can’t afford to not have that foot
traffic, so it’s kind of a lose-lose situation.
When asked how sustainability expectations were communicated, she said:
I have high expectations for my vendors I deal with. It’s very difficult managing
the amount that I do, because I’m more of an accessory as opposed to something
like television where they have 7 vendors, I’m dealing with 40-50 vendors on a
regular basis. So it’s really difficult to stack them out on a totem pole, because
you have some people that are really important, and I prioritize because I know
that they’re really important to my business. Then you have vendors that maybe
they have a couple items with you, and you just want to have them there to have
your good, better, best, assortment levels. So you don’t really give them the time
of day. They’re communicated (expectations) from the get go. I think they have it
hard with working with so many companies like us and other ones like Best Buy
and what not.
When asked as a follow up question from the last one, what happened if
expectations were not met, she said:
A lot of times if shipments are not on time, or they ship the wrong quantities, or
they’re going against the work, first off if they don’t ship on time, they get
charged. That’s something out of my control. Sometimes they can come back and
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revoke charges. So a lot of vendors ask me for help on things like that, especially
if it’s sometimes they get charged if they ship too early because it messes up our
budget. If it’s something where I requested them to ship early and I forgot to
change something, obviously I would have the charges revoked. Outside of that, if
they’re just not shipping product, they keep shorting us, things like that, a lot of
times it gets severe enough where we drop them as a vendor.
When asked to what extent sustainability was included in day-to-day
communications and decisions with suppliers or vendors, she said:
I would say the main way that I see sustainability throughout our own specific
department is face-to-face with the people that we’re dealing with. I have vendors
come in, by yearly, maybe three times a year to talk about (especially going into
holiday) they’ll come in as early as july time frame to talk about holidays. So I
think face to face communication is the best form of sustainability within our
department. I don’t know how it works across the board, but with my personal
experience. Those are the vendors that I give the most time of day to. Obviously if
they’re coming all the way into headquarters they’re already a big vendor, but if
they communicate to me well, I’ll do the same thing and try to help them out as
much as they help me out.
When asked how her company measured the performance of their suppliers or
vendors, and if sustainability was a part of that, she said:
Timeliness, accuracy, overall communication level, and support from ads: if we
want to run this at a promo price, how much subsidy are they going to give us for
it?
When asked how her company’s supplier or vendor performance was, she said:
I think it depends on the category, but in general my supplier performance is, I’d
say 85% as far as satisfaction rate.
When asked how her company’s supply management performance was, and did it
meet the goals of the corporation, she said:
I think it’s interesting because I think that’s one thing that we don’t quite, you
kind of take for granted I guess, because a lot of people like to say “oh well the
supply chain specialist always looks like the good guy” because if they can’t do it,

90
they just say “well that was the vendors fault”, and if they can help us out like
expediting an order, they look like a godsend, and I’ve heard recent layoffs with
logistic people and I foresee it turning out very poorly in those departments where
some logistics specialists got let go.
When asked as a follow up question if their suppliers contributed to that
performance, she said:
Definitely. You know say, I really oversold this given item and I really want to
get back in stock because my metrics matter to me. If I have a good working
relationship with them, they’ll say ok I’ll work really hard to get you an extra x
amount of pieces to make up for the overselling that you had. So they care about
your performance as much as you care about theirs. Very much relationship
based.

4.3

Artifact Excerpts

Please note that many of the artifact collected, such as mission statements, were
unique to the participating companies. Including them in this document would
compromise the anonymity of the participants and their affiliated organizations. For this
reason, said artifacts were omitted.

4.3.1




P01 Key Performance Indicators

Fulfillment Time: 48 Hours or Less
o 98% order fulfillment with 48 hours
Fulfillment Accuracy: Internal
o 97.5% order accuracy
Average Lines Picked: Per Hour
o 215 lines picked per hour per employee
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4.4

Summary

This chapter presented the data from the interviews with participants, as well as
excerpts from the artifacts deemed valuable. The chapter began with the general findings
of the study followed by data from the interviews which started with the researcher
introduction and was then split up into four sections related to the systems theory
framework: individual data, departmental data, organizational data, and the data from the
supply chain as a whole. As stated earlier, the groupings were merely a convenient
presentation solution as systems theory will examine the individual groups as well as
their aggregate in the next chapter. It will not only show how sustainability fits into the
internal functions of supply chain members, but also how it fits into their supply chain as
a whole. The data presented in this chapter will be analyzed fully in the next chapter,
where overall themes and meanings will be discussed based on fulfilling the purpose of
this study.
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CHAPTER 5. DISCUSSION AND CONCLUSIONS

The purpose of this research was to elicit and analyze perceptions of sustainability
concepts and industry experiences from different roles of supply chains, compiling
benchmarking data for the definition and utility of sustainability. The union of these
concepts, defined in detail according to their unique business role in a supply chain,
should lead to a better understanding of sustainable supply chain management, as well as
sustainability as a whole. It contributes to the proficiency of sustainable practices in
industry.
Chapter Five summarizes the data presented in the previous chapter and
introduces themes as they emerge within the context of the interviews. These interviews
provided information regarding industry knowledge and experience, as well as perception
of sustainability concepts within supply chains. This chapter analyzes the data into
meaningful information and identifies further research opportunities.

5.1

Themes and Meanings

As the nature of qualitative data is subjective, it becomes the researcher’s
responsibility to interpret meaning accordingly. The interviews conducted in this study
provided significant information, but the challenge of recognizing themes and
interpreting their meaning rested solely on the ability of the researcher. Strict adhesion to
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the theoretical framework laid out in the methodology of the study was crucial to the
success of examining the data effectively. A systems perspective was used as a means to
show how sustainability fits into the internal functions of supply chain members as well
as how it fits into their supply chain as a whole. Figure 5.1 shows the systems overview
of the study.

Figure 5.1 Systems Overview

It is important to understand the parts of a whole in order to gain a better
understanding of the whole itself. Understanding the smaller systems within the whole
elicits a larger appreciation for the interactions between them. Consistent with the format
and reasoning of the interview breakdown, themes within individual parts of the systems
followed by synergized system themes across a supply chain are discussed in the ensuing
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section. During the analysis, main points from the context throughout each participant’s
interview were listed and sorted within each affiliated system. After this process had been
completed for all participant interviews, the collective data within each system was
compared. Similarities between the main points of all participants in each system were
grouped as themes. An overview of the themes to be discussed is shown in Table 5.1.
Participants and their companies are referred to following the codes assigned in the
previous section. P01refers to participant and company one, P02 refers to participant and
company two, and so forth.
Table 5.1 Themes
Themes
Individual Participants

Description of Themes
Individual System

1. Adaptable Professionally

Flexible in business environment

2. Sustainability Knowledge

Basic knowledge of sustainability

3. Unique Personalities

Different perceptions on life and work

4. Relationships

Significance of social aptitude

Departmental

Individual System

1. Impact on Company

Belief in department importance

2. Measuring Success

Metrics involved in measuring success

3. Sustainability application

The application of sustainability concepts

Organizational

Individual System

1. Company Culture

Presence and uniqueness of social culture

2. Programs and Technology

Programs and technology affecting bottom-line

3. Organization Sustainability

Views of sustainability within an organization

Supply Chain and Collaboration
1. Sustainability and Supply
Chain members
2. Sustainability with Suppliers
and Vendors

Encompassing System
Views of sustainability are related to supply
chain member interaction
Views of sustainability related to suppliers and
vendors specifically
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5.1.1

Individual Participants

To begin the interview, participants were asked to communicate demographic
information in order to understand the participant themselves as well as how they fit into
their individual employee roles in their organization. All of the participants held decision
making powers in some way. Whether economic, social, or both, they monitored budgets,
scheduled factory operations, and managed material, products, and people. Each had their
own specific responsibilities within their company. The following section shows the
themes related to the individual participants.

5.1.1.1 Adaptable Professionally
Each participant was adaptable professionally. For P01 this meant “putting out
fires” in the workplace and empowering the workers under him. Although the ability to
put out these “fires” shows managerial ability and experience, it could also be construed
as a lack of planning. P02 went where he was needed and switched between the
departments he supervised based on what was going on in the company at that time. This
shows P02’s versatility and value to the company, however, this division of time could
prove problematic should issues arise simultaneously in both departments. In the same
way, P04 went to work every day and coordinated his behavior based on how the plant
was doing at that moment, if anything went awry, the plan he had set in place needed to
be changed immediately. P05 also had contingency actions based off data presented to
her within their system. Her goal was to stay within certain position related metrics at all
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times. Finally, P03 removed obstacles for his team as they arose. This again could show a
lack of planning.

5.1.1.2 Sustainability Knowledge
Each participant had heard of the term sustainability. All of their definitions of the
term had some sense of consciousness for the future. Saying things such as, “remain
competitive,” “keeping an optimal level to infinity,” “remain profitable,” “for a period of
time,” and a reference to a story which illustrated the need to support expected customer
orders. However, mixed results appeared when asked what came to mind when they
thought of the term sustainability in general. Although P02 initially related the term to his
business, along with P04, they reiterated on their stance of looking to the future. P03 and
P05 mentioned green manufacturing and food respectively, the first participants to
express thoughts on the environment. It is clear that despite a generally aligned
understanding of the term, there was little consensus as to its definition and application.
This will be discussed further as analysis moves into the larger systems in the study.

5.1.1.3 Unique Personalities
It was interesting moving from the initial questions about their careers and
thoughts on sustainability to much more personally oriented questions. Each participant
had their own unique personality and way of doing things. When asked which factor they
would put first (economic, social, and environmental) when making a personal decision,
the only semblance of commonality was P01, P03 and P05 putting economic first. After
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that, there were any number of combinations and ties. P02 was firm in his argument that
the three factors went together and needed to be balanced “like a triangle” and would not
rank them. P04 went against the norm; ranking social first followed by environmental,
then economic. He stated that there were two sides to him, making it clear his list was
very much personal. Personalities were investigated further as participants shared their
personal mottos, quotes, and philosophies on life and work. Their uniqueness became
even more evident as they described their approach to a task, problem, or goal. P01 had
very much a team oriented approach, while P02 and P04 were very analytical, wanting
facts and data before proceeding. P05 wanted to take things head on, whereas P03 wanted
to focus on the end goal and work his way backwards. All of them had a very different
way of measuring their personal success, but the fact that they did measure their success,
showed its importance.

5.1.1.4 Relationships
Relationships were very important to all participants, whether it was with peers,
subordinates, or superiors, each had their own reasons. P01 said it was “crucial” to have a
good working relationship with his peers. He boasted an impressive zero turnover when it
comes to the employees that have worked under him for 13 years, emphasizing an “open
door” policy when it comes to working together as a team. P02 stressed trust and being
fair with peers and subordinates, while saying loyalty was the number one aspect of his
relationship with his superiors. P03 indicated high survey ratings from subordinates and
outstanding review scores from superiors as evidence of “great working relationships.”
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P04 emphasized the importance of relationships to peers in a factory with three shifts,
working operations 24 hours per day for all 7 days per week, roughly 230 hourly and 40
salaried workers, and called his mentality to subordinates being a “servant leader: do for
them and they’ll do for you without even asking.” Finally, P05 believed it was really
important to be social and interact with people you may not even work with on a daily
basis for networking purposes. Although not the norm at her company, she stated she
enjoyed being personable to her subordinates who came to her with problems looking for
help. Whatever the method or wording; questions regarding relationships elicited some of
the most in-depth responses of the study. This shows that relationships were important to
each of the participants.

5.1.2

Departmental

Further in the interview, the questions broadened in scope to encompass the
participants’ departments. By asking the participant to move their mentality to that of a
whole department, their awareness of the bigger picture was increased. This expanded
view with the perspective of their department having internal and external interactions
was introduced as the first system to the study. The following section shows the themes
related to the departmental system.

5.1.2.1.1 Impact on Company
Whether a big or small piece of their organization, each department but one
believed they impacted their company greatly. Department P05 felt they did not fit in
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well with their organization because their department dealt with electronics. She argued
“it’s hard to remain profitable just based on the rate of change with technology.”
However, P01 did not believe their company could exist without them, taking credit for
shipping $23 million in sales a year and taking pride in what they do. In the same way,
P02 believed they are “the engine that’s driving cash flow,” and P04 said he “is the
backbone” of the factory giving it “the opportunity to run.” Although P03 played a small
role in their organization, their view was “…we can impact the rest greatly if we do not
complete our jobs.” In these views, there was consistency in how their contributions
impacted the organization as a whole.

5.1.2.2 Measuring Success
Each participant had a number of metrics that were tracked specifically for their
department. Due to the difference between industries as well as individual roles in their
organization, each participant’s metrics were very different. However, they were based
on some sort of performance, productivity, or efficiency measure. These metrics or KPIs
(key performance indicators) were benchmarked, and all had goals or targets for each
department that were used to directly measure their success.
Success was measured in other ways for each department, some less measurable
than others. P01 discussed safety. P02 tracked hours of education obtained throughout the
year. P05 had a peer nominated system that recognized and awarded people for going
above and beyond. Finally, P04 had some non-tangible indicators for success that
disregarded numbers and replaced them with things such as, “being able to get along, fit
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in, and do what’s needed for the factory,” “being reliable” and “trustworthy.” These
social indicators accompanied the hard data of metrics within each company of the study.
In all cases, success was measurable.
5.1.2.3 Sustainability Application
Within all participating departments, sustainability as a topic was not addressed in
general day-to-day discussion and decisions. P03 simply stated, “Rarely.” P01 said, “Not
much at all. You read about it. You see email blasts.” P02 argued it was because they
were “very tactical” as a department that they did not focus on sustainability, but the
topic was critical to the strategic part of the company. Along these same lines, P04 and
P05 believed it was something they were shooting for on the horizon, a vision of where
they wanted to take the department. However, P05 believed it had to do with marketing
and focusing on an appropriate customer, whereas P04 believed it was about applying the
concept to the supply chain that supported their globally sourced factory.
Regardless of the application, collectively the topic of sustainability was not
specifically addressed on a daily basis in the participant departments. However, that was
not to say it may not be discussed in other departments of the organization. P02 directed
responsibility of sustainability within the supply management function to the strategic
department of their organization. P01 indicated the purchasing director held
responsibility. P05 said, “… it definitely trickles down from the new President.” and P03
did not know. Interestingly, P04 believed everyone shared the responsibility “…because
we all have our tasks day today and it’s not just our manager’s responsibility to try and
get the sustainability.”
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Still, sustainability training was not conducted within any of the participant
departments. They all expressed belief that sustainability performance would increase if
there were more people with specified training or particular responsibilities. P04
emphasized “…especially if there is any key and specific ways of trying to go about and
achieving that sustainability. We may all have our ideas of how to do it, but maybe not
the best way of actually achieving it.” P05 expressed doubts saying, “I think it has to be
very applicable to the situation or people really wouldn’t care to know about it.” In all
cases, sustainability was not specifically included in daily operations and discussions of
their organizations.

5.1.3

Organizational

Expanding the system to encompass the organization or their facility, the
participants were challenged to respond with a mindset that focused on bigger picture
concepts emphasizing sustainability. The following section shows the themes related to
the organizational system.

5.1.3.1 Company Culture
Each company had their own unique culture which reflected their individual
mission and vision statements. P04 immediately spoke of their facility level goal being
different from their corporate statements, “Our goal is to be the number one dry powder
factory, driving 98% schedule attainment, lowest cost possible, and benchmark for the
industry by 2018.” The fact that the participant stated it without hesitation showed how
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ingrained it has become in the organization. Whereas, the other participants indicated
their company websites should be utilized for direct quotes.
When asked to discuss their company culture each had a unique response related
to their facility and organization. P02 had the most positive response, speaking of their
culture of pride and responsibility for the future. P04 believed everyone at their facility
had the company’s best interests in mind with goals for success, the presence of a union
and “teamster aspect” made for a culture that did not always align with upper
management. P01 had a misalignment of culture as well, however, this was between the
distribution center and corporate offices. P01 believed the culture at the distribution
center was much more casual, whereas corporate was more business oriented. P05
described a “stagnant atmosphere” as part of their culture in the corporate building of
their organization. Since her arrival, she believed she has seen a lot of change “as far as
utilizing the younger generation and branching out.” However, she described an
experience gap regarding employees which was hurting her company. She stated “It’s
rare to find someone that’s been there about 10 years… It’s all people that have been here
30+ years and people that have been there about 2 years.” She believed another short
coming was the way her boss attacked a problem “like a fire drill… which makes the
work less accurate.” P03 believed his company culture, as well as how the management
approached a task, problem or goal, was focused on self-development and less on
efficiencies. This response was out of the norm compared to the other participants.
Other participants were much more positive about the way their management
team approached the business. P01 believed their management was on their way to
becoming team oriented. Interestingly, P02 believed management, “… look at it from the
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three aspects, social, economics, and environmental.” He believed each decision carried
different weight regarding the factors, saying, “… I’ve seen where a decision is made that
is in favor of the economic responsibility with the business, however… I’ve seen the
management leaning towards a decision based on the social aspect even though the
economical might not be right. It’s trying to fit our mission of doing the right thing first.”
This description of the triple bottom line as a part of their underlying culture and business
approach is directly related to sustainability concepts.
P04 described their management as “…more strategic…more hands off, they
want us to try and drive the business, and they look at the strategic aspect and bus down
the barriers that we can’t achieve ourselves.” This strategic view of looking to the future
can also be considered a sustainable aspect.
No matter how their management approached business, each participant believed
their company had specific ways to measure culture. P01 described a workplace survey as
well as performance management in the form of evaluation of individual employees. P03
said his company had, “…achieving excellence points that encompass all the metrics that
we measure and are used to assess our overall success.” P02 likewise believed, “The
company measures with very clear targets.” They measured how people were feeling by
sending out surveys to the customers, stakeholders, and employees to measure specific
company facets. P04 related to specific achievement of goals as a measure of his
company’s success, and P05 simply stated, “If we’re profitable or not.” She also went on
to discuss her company’s desire for attracting a younger customer to their stores. In all
cases, the company culture contributed to the social aspect of sustainability.
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5.1.3.2 Programs and Technology
Two common themes closely related to each other were the use of certain
programs and technologies believed to affect the company’s bottom line as well as
employee satisfaction. These programs and technologies directly associate with
sustainability’s triple bottom line, covering economic, environmental, and social
perspectives. Recycling programs were the most prevalent. P01 said, “We recycle
cardboard. We recycle all paper supplies. We sell it for a very small margin.” P02 said,
“We have a recycling program for paper. We also have a recycling program for big
containers that we receive from our vendors. We send them back for them to reuse it. The
used pallets we also have a recycling method. We send it back to manufacturers.” P04
had the most impressive recycling programs stating, “My factory is very close to being a
0 landfill facility. We are 99% recyclable, and we are striving towards 0% landfill here
this year.” P04’s facility also utilized programs such as Kanban, Lean, Six Sigma, as well
as a company derived continuous excellence program.” P01 did not use the terminology
Six Sigma or continuous improvement, stating, “No one out there would know what that
name means. But I could tell you we practice continuous improvement all the time. We
reevaluate what we’re doing while we’re doing it over a period of time.”
Programs that are social in nature were also discussed. P02 discussed, “…group
outings… regular hot lunch meetings… ice cream social meetings… breakfast
meetings… we also have a gym for people to work out and meet. We have massages as a
perk; anyone can sign up for them.” P05 also discussed their social outings, “…we do a
lot of holiday things, as well as departmental specific things. We get pumped up for
things like the super bowl because we know we’re going to sell a lot of televisions.” P03
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stated, “We have an offsite once a year. We also receive a yearly bonus and salary
increase based on the previous year.” P04 discussed a phenomenal rewards program that
is companywide called “Real Recognition.” They were the pilot plant for using it on their
hourly workers as well as the salaried. P04 discussed the program, “… it’s electronic
based to where you can either just send a real thanks, where it’s just a thank you card
saying why you’re saying it, it gives it to their manager, it says what they did and why
you’re thanking them. It also has points, you can do monthly points. I can give someone
five points and the point system is linked to a store to where you can buy whatever you
want, and each thing has its point value.”
Technologies were employed by each company as a means to drive efficiency and
productivity. P03 believed their distribution center was far from cutting edge in
technology. However, the other distribution center participant, P01, discussed “Jennifer”
as their number one technology affecting their bottom line. Jennifer is the name of their
voice controlled picking system. P01 elaborated, “It cost $250,000. I projected payback at
17 months. The payback was 11 months… anyone who is using paper pick, they’re crazy
not to go with voice pick.”
Other technologies were believed to affect P01’s bottom line such as Pitney
Bowes software used for rate shopping logistics companies, equipment for packaging,
fork trucks, and communication devices. RF devices and handheld devices were used
before they transitioned into voice technology. These older devices were still kept onsite
as backups if needed. P02 used RFID along with scanners and barcodes in order to track
product as it moves through their facility. P02 also discussed the WMS system they used
in their operations to run their processes, as well as their accounting system. “We also
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have cellular technology for our employees, even our clerks, to help out on their
transactions. They have the ability to take a picture of the shipment when it’s leaving and
send it.” P04 said, “Our biggest one is SAP systems. It makes everything uniform and
linked between all operating systems from transportation from corporate offices to our
factories, and make it somewhat user friendly… Also another really cool technology that
we’re having is GPS on all inbound trailers and what’s on them so we can track where
the trailers are in our yard, and how they are being transported in to try and gain
efficiencies from that aspect.”
P04 believed the ideas behind Six Sigma and Lean principles could be considered
other technologies they employ. Without going into too much detail, P05 discussed a new
program implemented in the last 5 years. It was “…basically it’s an ordering system and
it pulls from store level to know your true need to get an accurate balance of sale in your
warehouse…” Apparently, this system is very expensive and not all the departments at
her company are set up to use it, which she considers, “…a shame.”
In all cases, programs and technology contributed to the sustainability of company
operations.

5.1.3.3 Organization Sustainability
With the mindset of their organization or facility, each participant had an idea as
to how sustainability fit in. P01 believed the role of sustainability was just in operations
rather than in other areas of the organization; such as HR, accounting, or finance. P02
believed sustainability fit into their organization in the form of their company growing at
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25% a year. They also had an internal company excellence model called, “2x4” which
outlined the sustainability they want to create. For P04, “It is an overall goal, because
sustainability means less cost, smaller lead times. Good communication and relationships
with vendors which lead to those two things.” He stated, “Overall trying to shoot for
100% customer service because if there’s sustainability within your network and
throughout your process, you can plan, predict, and know what your plan is, your demand
is, and pretty much be a “perfect” organization if you had sustainability across the entire
supply chain.”
P05 took the concept another way saying, “…it’s a struggle honestly. People see
the news and how things are going, and they see we’re on a list for top number stores to
close in 2013 and things like that. So I think it’s a struggling topic, because they see all
their hard work and wonder what it’s for.” P03 believed their organization factored
sustainability in when making big changes in the organization; however, he did not
believe they had any kind of sustainable strategy or measuring effort. The other four
participants believed in some way their facility or company had a sustainability strategy.
P01 believed that it was being developed in the form of a contingency action plan for
natural disasters or they lost their building for whatever reason. P02 stated, “…we
recently worked on a contingency plan in case of an emergency. We have satellite
production capacity reserved; we also have a structure of systems to help us in case of
crisis.” P05 believed upper management had clear objectives for their sustainability plan,
and that they were communicated well in a very “transparent” manner. P04 discussed
something called OMP or “operational master plan.” P04 said, “The purpose of the OMP
is to take the key priorities of the business and put objectives on this roadmap so that the
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objectives drive the key priorities and make the business more sustainable and reaching
what the stakeholders want. Very much has clear objectives.”
Along with these strategies, all participants but P03 believed they measured
sustainability in some manner. P04 was not sure, stating, “I wouldn’t say sustainability
per say. I don’t think we have an actual KPI to measure that.” Of course P04 had already
discussed many of their metrics which were closely related to sustainability concepts. In
fact, P01, P02, and P05 did refer to their metrics which had already been discussed. P02
in particular, revived the subject of happiness of employees and customers being
measured in surveys. P05 discussed a rewards point program their company uses which
she considered sustainable in nature because it encouraged customers to come back and
continue shopping with their points in the future. Other specifics the participants
considered examples of sustainability practiced in their company was mentality of
redundancy discussed by P01, and company growth rate discussed by P02.
Although fundamentally similar in the thought process concerning the
circumstances, the responses from the various participants viewed organization
sustainability very differently from one another.

5.1.4

Supply Chain and Collaboration

In the same way it is important to understand each of the smaller systems which
make up the whole, it is important to look at the whole itself as an encompassing system.
This synthetic perspective allows the significance of interactions within the whole to be
revealed and investigated, adding to overall understanding of the whole itself. By taking
the participant’s frame of reference outside their facility, the final group of questions
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aimed to assess the awareness of collaboration between stakeholders and the roles they
played in their supply chain as a whole. With a mentality from that of all the previous
systems in the study synergized to form one large system, questions emphasizing
sustainability elicited responses that would build upon the understanding of sustainability
across the supply chain. It should be noted that P03 was not privy to the supply chain
information of his company, and is therefore not referred to in this section. As P03 and
P01 were both part of distribution centers, the general representation of the distribution
center’s involvement in a supply chain will not be completely lost. A general
representation of the participant’s synergized supply chain is shown in Figure 5.2. The
following section describes themes related to the supply chain and collaboration of the
participants.

Figure 5.2 Participant’s Synergized Supply Chain

5.1.4.1 Sustainability and Supply Chain Members
As previously mentioned, P03 was left out of this section due to his lack of
knowledge on his company’s overall supply chain. This still left representation of another
distribution center (P01), a warehouse and production facility with operations knowledge
(P02), a huge beverage factory (P04), and a corporate headquarters (P05). It is important
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to understand how each of these facilities fit into the supply chain and where their
priorities were before addressing sustainability aspects.
P01 buys product from vendors or brokers of which 30%-40% are made overseas.
Their books are printed in Wisconsin, USA. P01 stated, “We ship predominately with
UPS. Our customers are high maintenance customers. They get used to the fact that we
turn it in 24 hours. And if we miss that and they don’t get their order in 7 days because
they ordered it on a Sunday night or a Wednesday night, they get upset… We have very
precise forecasting.” P02 stated, “The warehouse department fits into part of the supply
chain, and like I said, we’re basically in the middle of the cash flow and the product flow
part of the business. We’re also very involved in the reverse flow part of the supply
chain.” P04 discussed how their facility was a huge aspect to their supply chain in
general, stating, “We just don’t produce goods per say, we’re a beverage factory and
there are multiple other beverage factories. We take byproducts of two other factories and
use them as a raw material, to where it would be considered waste, so we eliminate waste
from other factories to use in our products and then we also supply other factories raw
materials to be able to produce. We supply a $2 billion factory with their key
components. So we’re a huge focal point within beverage division of the company, and
we’re considered to be very important. If we didn’t have this facility, beverage division
would probably crumble.” P05 discussed her working relationship with each of the 9
different distribution centers she works with as well as various others within her
department. She stated, “I would say that we’re in constant contact with them when it
comes to if there are large shipments coming in or going out, they expect me to be able to
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tell them, ‘hey you’re expecting 30k pieces of whatever items’ and those are the large
heads up. If you have a massive import order coming, they’ll need the heads up on it.”
After understanding how each facility fit in to their supply chain, it was necessary
to understand where the priorities at the corporate level were to see if their strategy
incorporated sustainability at all. P01 discussed a dashboard kept by management at
corporate that described their priorities. He felt that sustainability concepts were included
within the dashboard that was supported by everybody. P02 stated that at the corporate
level, they were responsible for the financials and also, “…the well-being of the
employees and the stakeholders.” He also believed that sustainability was a part of these
priorities. P04 went a different direction first, stating, “Number one is safety for every
employee in the company. That’s pretty much number one on anything you would see
from a vision and mission, doing everything safe and making sure everyone can go home
and see their families. That’s pretty much the huge striver. Then it comes down to of
course costs and efficiencies.” P05said, “I would definitely say customer (satisfaction). I
probably wouldn’t have said that when I first started, but kind of diving deeper into how
we are transitioning, especially with our rewards program, I see how much effort they’re
putting into the customer.” She believed they incorporated sustainability into this strategy
of prioritizing the customer by driving them back into their stores with the rewards
program.
As the focus of the interview shifted to the presence of sustainability as the
participant defined it under their circumstances, it was interesting to investigate how they
felt it affected their business relationships. P01 described UPS being “heavily involved”
in a collaborative sustainability strategy, and stated, “We are the largest customer in
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Schaumburg not counting Motorola. They are very keen on making sure they meet our
needs.” He elaborated on the subject, saying, “I meet with them every other week.
They’re always checking in with me. If I have problems, they address them, if not, they
bring up things. They’re always trying to say, ‘have you thought about using this
service,’ we have to get it out faster or cheaper. Cheaper usually.” P02 referred to their
sister company in Canada, emphasizing the plan discussed earlier for operating from a
satellite location if operations went down. Alluding to sustainability affecting business
relationships, he stated, “There are customers who will not do business with us if we
don’t have a plan or we can’t keep providing our products.” P04 discussed collaborative
sustainable strategy between members of the supply chain, saying, “Corporate sets the
tone or priority and trickles it down to the factories saying these are the key priorities and
goals we need to strive for, and how we need to link up and make everything achievable.”
He went on to talk about further collaboration, “Even between all factories of beverage
we have our own supply chain operational master plan for strategy to move ahead,
reducing cost, working capital, and efficiencies between each other.” P05 referred to a
specialized supply chain person in her department that dealt with collaborative
sustainability between all of their warehouses and their specific department. She stressed
the success of the specialist was based on, “very good communication, which is what
makes it work so seamlessly.” Elaborating on specifics, she discussed an example of
sustainability affecting business relationships in the form of logistics problems, where a
large import order of products was stolen as it was being accepted into the United States.
She reflected on the impact it had on her relationship with her warehouses, saying,
“…you deal with things like that which are out of your control, so you depend on your
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warehouses to kind of do the research to do exact counts because if you see there are
missing parts you can’t just say OK here’s a box of 48, you have to go in, open up the
boxes and check. So you’re putting a lot of trust in them to make sure things are accurate
on that level.”
It is clear from the findings that much of the success of the participant’s business
and supply chains are based upon relationships. This social factor is directly related to the
triple bottom line of sustainability.

5.1.4.2 Sustainability with Supplies and Vendors
In each case, sustainability with suppliers and vendors was an important
contributor to supply chain sustainability.
When discussing supplier selection, although P01 did not believe himself to be an
expert in his company’s practices and kept referring to another employee, he did have
some valuable insight. Their process starts by going out for a bid, and evaluating whether
or not they think the supplier or vendor can meet their needs in quantity. Being a
Christian company, they receive a lot of political and moral feedback from their
customers regarding the people they do business with. However, P01 did not believe it
was possible to evaluate everyone in those factors by stating, “You know, imagine if we
went to every one of our vendors and asked, ‘are you doing anything that we disagree
with?’ Probably. You’re going to do something I disagree with; I’m going to do
something you disagree with. Certainly there would be a line, we do have that line.”
Specific expectations for their vendors or supplier are given in the purchase order,
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deviations from that are usually communicated directly. P01 believed his company, “… is
very loyal to their vendors. They really have to do something multiple times for us to
switch. We switched our box company right after I came here. The guy was retired, so he
was just a broker living in Florida. Service was bad so we switched and we’ve been with
the same guy ever since…We do not have any consequences written that I’m aware of
like some companies do like Wal-Mart’s. You put the label on the wrong side of the box
you’re going to be dinged, because they want everything uniform. We have none of that.
We do quality out in the warehouse, we check when a box comes in if the product
number is right, make sure it looks right. But unless we have a vendor that’s really giving
us a lot of problems we don’t check very close.” Again, good relationships and trust are
crucial to the success of their interaction with vendors and suppliers. Quality is the big
factor used to measure the performance of their suppliers. He discussed an example of a
quality issue, “We had beanbags that were sown and customers could pull them a part. So
vendor came out looked at it and said throw them out we’ll send you some more.”
Bottom-line, their vendors knew that P01 represented a Christian organization and as he
explained it, “They know we’re going to be fair with them, we expect them to be fair
with us, and our vendors are really more than fair with us. Many times they’ll say keep it,
throw it away, sell it, do whatever you want with it, I’ll get you more. Maybe we allow
them to ship 10% over the PO, if it was a little more than that, would we slap them on the
wrist? No.” Some of these relaxed trusting relationships are the product of doing business
with P01 for 20 years. He stated, “Relationships are big… I could call my box guy at
home and he’d get me boxes. He wouldn’t do it every night, but he would help.”
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P04 described a more formal vendor selection practice dealing with contracts. He
stated, “…we have a division of purchasing that have those relationships between the
contract and the supplier and make sure they’re holding up to it, and make sure their
aware of it.” If a supplier did not meet their expectations, P04 believed it may go as far as
threatening to take away their business, stating, “We are a global powerhouse and
suppliers will flock to be a part of us and being threatened to take away their business is a
huge leveraging aspect that we have.” P04 described a vendor scorecard used to measure
performance based on quality of the delivery and whether or not it was on time. These
practices are a little different than those of P01, but the size of the companies are also
much different, as well as the Christian versus secular cultures. Regardless, P04 believed,
“One of the biggest things is relationships with vendors and how we’re trying to maintain
customer service level with all of our products, we have over 200 items that we make and
we need to strive to make 100% customer service for every one of them, and when
something happens to where we are told that a supplier can’t make a delivery for
whatever reason, we can’t accept that, and it sometimes puts some strains on the
relationships between us and the vendors. We’ll set the attack dogs on them in our
purchasing team, and they’ll really push beyond what we can, and sometimes that puts a
strain between the relationship between the factory and supplier.”
P05 did not have a direct say in vendor and supplier selection practices, she
believed she definitely had some opinions on the matter. She described a situation where
a big e-reader manufacturer seemed to feel they were above her company and did not
want to invest the time and money to get into their systems correctly. She stated, “So if I
place an order today with a vendor, the order would go directly to them, tomorrow they’d
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see it, when the due date is things like that. But since they don’t want to spend the time
and money to invest in us, basically we have to do everything manually. So we’re
manually processing their POs, literally sending them screenshots of our orders and
things like that. Basically if people don’t invest in us, we don’t want to take the time to
invest in them. But sometimes when they’re that good of a brand name, you can’t afford
to not have that foot traffic, so it’s kind of a lose-lose situation.” In spite of this bad
situation, she had high expectations for the vendors she dealt with. She elaborated on her
expectations and relationships with the vendors, stating, “It’s very difficult managing the
amount that I do, because I’m more of an accessory as opposed to something like
television where they have 7 vendors, I’m dealing with 40-50 vendors on a regular basis.
So it’s really difficult to stack them out on a totem pole, because you have some people
that are really important, and I prioritize because I know that they’re really important to
my business. Then you have vendors that maybe they have a couple items with you, and
you just want to have them there to have your good better, best assortment levels. So you
don’t really give them the time of day.” Expectations with these vendors were
communicated from the beginning, but if something went wrong such as a shipment not
being on time, or wrong quantities she would follow procedures to see how things were
botched up. If the blame were to repeatedly be on the vendor, it may get to the point
where they are dropped and replaced. Other than those errors, her vendor’s performance
is based on timeliness, accuracy, overall communication level, and support from ads
where if they wanted to run something at a promotional price, how much subsidy would
the vendor be willing to give them. Overall she thought her suppliers’ performance is
good, and believed her suppliers contribute to the performance and goals of her
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corporation, stating, “Definitely. You know say, I really oversold this given item and I
really want to get back in stock because my metrics matter to me. If I have a good
working relationship with them, they’ll say ok I’ll work really hard to get you an extra x
amount of pieces to make up for the overselling that you had. So they care about your
performance as much as you care about theirs. Very much relationship based.”
The findings of this section indicate that sustainability with suppliers and vendors
is an important contributor to supply chain sustainability.

5.2

Implications of the Research

Defining what sustainability meant to different aspects of a supply chain and its
member organizations, contributes to the understanding of how to quantify, measure,
create, and compare relevant sustainable practices. As organizations become increasingly
interested in sustainability, such metrics are necessary for the advancement of sustainable
practice and theory. The research was approached from a qualitative perspective and
focused on the people involved, to obtain a better understanding as to how sustainability
fit into their respective business roles.

5.3

Future Research

More qualitative data in the form of interviews across multiple industries and
supply chain members is necessary to explore more and solidify common themes.
Specifically if a single supply chain could be followed from start to finish and then
compared to another single supply chain from start to finish in the same industry. After
this is done, multiple industries should be explored. Once common themes are solidified,
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they should drive the development of metrics to tested and analyzed in a quantitative
study. Gathering financial data from participating companies and using it to help
determine successful sustainable practices would also be useful.

5.4

Conclusions

The purpose of this research was to elicit and analyze perceptions of sustainability
concepts and industry experiences from different roles of supply chains and compile
benchmarking data for the definition and utility of sustainability. The union of these
concepts, defined in detail according to their unique business role of a supply chain, led
to a better understanding of sustainable supply chain management, as well as
sustainability as a whole.
Although participants did not specifically use the term sustainability, many of
their efforts could be considered directly related to sustainability concepts. Economic and
social performance factors were very prevalent across all participants in the study.
Relationships specifically, throughout the participants businesses and supply chains were
believed to be crucial to their success. However, consciousness for the third factor of the
triple bottom line, environmental perspectives, were lacking. Regardless, the
benchmarking of professional practices outlined in this research can still contribute to the
proficiency of sustainable practices in industry if applied and utilized appropriately.
The research shows that the social side of sustainability is very important. The
culture of a company will foster the relationships within it, as well as drive the
relationships externally. Strong business relationships were evident from the participants
affiliated with the strongest organizations in the research. However, a strong
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organizational culture means more than just relationships. Long term focus with
contingency planning is needed. This perspective of sustainability meeting today’s needs
without jeopardizing the futures is the responsibility of management. It is their tool to
create an atmosphere for success while remaining economically, socially, and
environmentally conscious. Many of the techniques to achieve this come in the form of
improvement or continuous excellence programs.
The use of various programs and technological investments in general can lead to
greater efficiency. The main purpose of these actions is to reduce costs and waste which
will affect the bottom line of the company. Although the reasoning is for economic ends,
better efficiencies, such as less scrap or waste, contributes to the environmental aspect of
sustainability as well. However, it is the economic performance which allows more
leeway and focus on these social and environmental aspects. Without a driving monetary
resource, social and environmental efforts are logically irrelevant. Excluding charitable
organizations, if there is no money, there will be no company.
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Interview Script


Break down of Questions:
o Introduction


Ready? OK, so I have a breakdown of questions. Basically it starts
with just general information, personal stuff that’s going to be about
you. Then it’s going to be about your department here, followed by the
organization as a whole and finally the supply chain and collaboration
that goes with it. It’s not a test or anything, so don’t worry about that.
Feel free to ask questions as we go. As you know, I am Colton Schliep.
My study is over sustainability across a supply chain. So I’m trying to
find out what kinds of things create sustainability in a supply chain.
I’ll just leave it at that for right now. You need to know that
participation in this study is completely voluntary in nature. It is also
totally anonymous and confidential. Neither you, nor your company’s
name will be in my paper. You will be assigned a unique identification
code for organizational and analysis purposes, so you don’t have to
worry about that. Finally, we are being recorded.



General Information
o What is your job title?
o What are your general responsibilities at work?
o How do you spend your time at work on a typical day? (If not answered in
previous question)
o Have you heard of the term sustainability?
o How would you define sustainability?
o What comes to mind when you think of the term sustainability in general?(If
not answered in previous question)
o Rank these factors in order of importance related to making a personal
decision: Social, Environmental, and Economic
o Do you have any personal mottos, quotes, philosophies, etc. that you live by?
o How do you approach a task/problem/goal?
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o What is your relationship like with your peers? Subordinates? Superiors?
o How do you measure personal success? How do you measure


Departmental
o Describe how your department fits into the company as a whole?
o Does your department’s culture differ from the company as a whole? How?
o What metrics does your department track?
o Are these metrics used to measure success? How else is it measured?
o How much is sustainability a topic that is addressed in general day-to-day
discussions and decisions?
o Who is responsible for sustainability within the supply management function?
o How is this responsibility shared between different individuals/roles/units?
o Are individuals trained in sustainability? If yes, what is the impact? If no,
problems?
o Do you think sustainability performance would increase if there were more
people with specified training or particular responsibilities?



Organizational
o What is the role of sustainability in your organization? How does it fit in?
o What kinds of programs does your facility employ? (ie. Recycling, Lean, Six
Sigma, Kanban, Social outings, incentives/rewards)
o What kinds of technologies do you employ that you believe effect your
bottom line, or efficiencies?
o Would you say there is a difference between sustainability in definition and
sustainability as it pertains to your company?
o Specifically what does your company do that you would consider sustainable?
o Does your facility have a sustainability strategy? Could you please describe it?
Does it have clear objectives?
o Does your company have a mission statement or a vision statement?
o What is the company culture like?
o How does management at your company approach tasks/problems/goals?
o How does your company measure success?
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o Does your organization measure the performance of your sustainable
efforts/practices? If yes, how?
o Do you think sustainability gives your organization a competitive edge in the
marketplace? How?


Supply Chain as a whole (collaboration, corporate)
o Describe how does your company/facility fits into the supply chain?
o Do the members of the supply chain have a collaborative sustainability
strategy? Does Corporate?
o Does sustainability affect your business relationships? How?
o Where are the priorities at the corporate level?
o How does this strategy incorporate sustainability? (If at all)
o How is sustainability included in supplier selection practices? If not included,
what is?
o How are sustainability expectations communicated?
o What happens if expectations are not met?
o To what extent is sustainability included in day-to-day communications and
decisions with suppliers?
o How do you measure the performance of your suppliers? Is sustainability a
part of that?
o How is your supplier performance?
o How is your supply management performance? Does it meet the goals of the
corporation?
o Do your suppliers contribute to this?

